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WEDNESDAY, JULY 24, 1963

U.S. SeNATE,
SvuscoMMITIEE ON NATIONAL SECURITY
StarriNe AND OPERATIONS,
CoMMITTEE ON GOVERNMENT OPERATIONS,
Washington, D.C.

[This hearing was held in executive session and subsequently ordered made
bublic by the chairman of the committee.]

The subcommittee met at 9 a.m., pursuant to notice, in room 3112,
New Senate Oflice Building, Senator Henry M. Jackson (chairman
of the subcommittee) presiding.

Present: Senators Jackson, Pell, and Miller.

Staff members present: Dorothy Fosdick, staff director; Robert W.
Tufts, chief consultant; Robert C. Fisk, research assistant; Judith J.
Spahr, chief clerk; and Laurel A. Engberg, minority consultant.

OPENING STATEMENT OF THI CITAIRMAN

Senator JacksoN. The subcommittee will come to order.

Today our subcommittee continues its hearings on the role of U.S.
ambassadors and the missions they head in the conduct of our relations
with other nations.

This subject forms part of the subcommittee’s broad nonpartisan
study into problems of national security administration.

We opened this phase of our hearings last month with testimony
from two recently retired career ambassadors—the Honorable Ellis O.
Briggs and the Honorable H. Freeman Matthews. Today we hear
from an outstanding noncareer ambassador.

We are pleased to welcome the Ilonorable Edwin Q. Reischauer,
Ambassador of the United States to Japan. Ambassador Reischauer
did his undergraduate work at Oberlin College and his graduate work
at Harvard University. He has had a distinguished career as a
student and teacher of Far Fastern affairs, and was called from his
professorship at ITarvard to his present post. Over the years the
Government has frequently drawn upon his knowledge and experience
for advice on important matters.

He is the author of a number of books, including Japan, Past and
Present (1946) ; Wanted : An Asian Policy (1955) ; and United States
and J apan (1957).

Ambassador Reischauer is a gifted linguist and a distinguished
scholar, qualities which have contributed greatly to his work in a
country of very great importance.

Ambassador Reischauer, we are all happy to have you with us today.

197
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I believe you have a prepared statement, and if there is no objection
on the part of the subcommittee, we shall include it at this point mn
the record.

STATEMENT OF HON. EDWIN 0. REISCHAUER, AMBASSADOR TO
JAPAN

Ambassador Rersciratrr. 1 am very pleased to be here with the sub-
committee today to discuss the administration of national security with
particular reference to the role of the Embassy in Japan. Some idea
of the amount of coordination required for the administration of
national security problems in Japan may be gained by noting that
there are 21 different departments and affiliated agencies of the U.S.
Government represented in Tokyo in addition to the State Depart-
ment. As a matter of convenience, I attach to this statement two
organization charts, the first giving the division of work in the
Embassy itself, and the second giving the Embassy’s relationship to
affiliated U.S. Government agencies.

The important things to note in looking at these charts are first,
that USIS operates as an integral part of the Embassy, forming one
of its five major sections, and second, that with a few exceptions,’
which T will refer to at greater length below, each one of the other
affiliated agencies is administratively attached to an operative section
of the Embassy itself. Thus, for example, the Federal Aviation
Agency, the Foreign Agricultural Service, the U.S. Trade Center,
the Maritime Administration, the U.S. Travel Service, the Office
of International Finance of the Treasury Department, the Bureau of
Customs of the Treasury Department, and the small remnant of
AID left in Tokyo are assigned for administrative purposes to the
ceconomic section. Similarly, the Federal Bureau of Investigation
and the Immigration and Naturalization Service are assigned to the
consular section, the General Accounting Office to the administrative
section, and the Atomic Bomb Casualty Commission, with its labora-
tories in HMiroshima and Nagasaki, to the political section.

Several offices are for administrative purposes assigned directly to
my own, which includes the office of the deputy chief of mission. This
is the situation with respect to the scientific attaché, who coordinates
closely with representatives in Tokyo of the Atomic Energy Commis-
sion, the National Science Foundation, and the National Institutes of
Health. The same is true of the Military Assistance Advisory Group
(MAAG) and the attachés of the three military services. All these
offices also coordinate very closely with the political section. With re-
spect to MAAG and the service attachés, a special branch of the polit-
ical section, the politico-military branch, is constituted for the spe-
cific purpose of coordinating matters with the military sector. Thus,
the politico-military branch has responsibility for day-to-day coordi-
nation of all matters coming tnder the Treaty of Mutual Cooperation
and Security and the Status of Forces Agreement with Japan, the
Security Consultative Committee, military aid program, and so on.
Again, although the scientific attaché and the service attachés are,
as I say, attached to my office, the latter also attend the staff meetings
of the political and economic sections at least once a week, and a rep-
resentative of the scientific attaché attends political section staff meet-
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ings'daily. Tor purposes of even closer coordination in the important
sclentific sector, the representative of the Atomic Inergy Commission
also sits'in once a week at the political and the economic section staff
meetings. - : - ' o

You will have gathered even from these preliminary remarks that
ar good deal of staf%ng is required for proper coordination of the mani-
fold duties performed by the Embassy and its affiliated agencies, and
in order to permit representation of the U.S. Government in Japan
to be orchestrated so that they are in harmony with each other as well
as with overall U.S. policy toward Japan. )

- It might therefore be of interest to you if I proceeded to set forth
in somewhat more-detail the stafl meeting schedule established in the
Embassy for the purpose of that orchestration to which I have referred.
All the operative sections of the Embassy as a general rule have morn-
ing staff meetings shortly after the opening of business cach day.
One of the functions of these meetings is to sift out important mat-
ters to be taken up at my own staff mecting, which is usually held
daily at 10:30 a.an. ‘This 1s attended by the chiefs of the political, eco-
nomic, consular, and administrative sections and by the Director of
the U.S. Information Service in Japan, as well as by the deputy chief
of mission, my special assistunt and staff aide, the press attaclié, and
such other officers as each regular participant might consider as corn-
tributing usefully to any subject which may be due for discussion on a
particular day. T

In addition, a country team meeting and a so-called large staff meet-
ing are held alternately each Thursday in place of my usual staff meet-
ing. The “large staff meeting” is attended by the representatives of
all the sections in the Embassy and of all aflilated agencies in Tokyo.
At this larger mecting, we discuss matters which are of wide common
concern, such as, for example, cotton textile negotiations, or the basic
elements of the problem created by the U.S. Government’s desire to
have nuclear-powered submarines visit Japanese ports.

At this point, I should like to speak in more detail about the country
team and its place in the formulation and implementation of U.5.
policy in Japan. In my view, the execution of U.S. national policy
and the coordination of policy recommendation and guidance have
been greatly facilitated through the agency of the country team. Thus,
the country team has provided an excellent mechanism for continuous
discussion and coordination of action relating to such significant prob-
lems, for example, as the implementation of provisions of the security
treaty with respect to U.S. military forces in Japan, the military as-
sistance program, and the overall review of situations in nearby trou-
bled areas as they apply to U.S. objectives in Japan. As these and
other problems have become more and more complex, and have re-
quired greater joint efforts by U.S. Government officials and agencies
in Japan, the system of fortnightly meetings of the country team re-
ferred to earlier has evolved. By providing a forum more suitable for
complex discussion than earlier informal luncheon meetings, which
were the means used to bring together what is now the country team
prior to 1956, these fortnightly mectings have increased the value and
usefulness of the coordination process. : ‘

A significant increase in the value of the country team concept has
also resulted from the participation of a wide range of U.S. officials in

Approved For Release 2004/02/03 : CIA-RDP65B00383R000100290001-1




Appegypd For Relgzse 200410203 QIABRRERARARRR000100290001

team meetings. While the formal members of the country team include
only myself, the commander, U.S. forces, Japan, and the Chief of the
Mil}i’tary Assistance Advisory Group, regular participants in team
meetings in Tokyo, and in the day-to-day work of the team, include
in addition the deputy chief of mission; the minister for economic
affairs; the minister for cultural and public affairs (USIS) ; the polit-
ical counselor; the Army, Navy, and Air attachés; the chief of the
internal affairs branch of the political section; and the chief of the
political military branch of the political section.

It will be noted that in addition to Chief, MAAG, the commander,
U.S. forces, Japan, is a key member of the country team. This is es-
sential for the proper consideration of the many vital policy problems
which arise in Japan as a result of our security treaty and the presence
of some 45,000 U.S. military personnel (plus an additional 55,000 de-
pendents) in the country. It will also be noted that unlike the situa-
tion in many other countries, AID is not a constituent member of the
team. This is because the cconomic assistance program in Japan has
been eliminated and only a residual AID office remains in Tokyo to
supervise offshore procurement. and third country training in Japan.

Coordinating country team operations, staffing for position papers,
recording and distributing the minutes and preparing agenda for
country team meetings are responsibilities of the Embassy’s political-
military branch. Happily, in spite of the relatively great distances
physically separating the basic elements of the country team—U.S.
forces, Japan, for example, is over an hour’s drive from the Embassy—
coordination has been accomplished without serious difficulty.

It may not be inappropriate at this point to note that successful
coordination is at least partly a result of the excellent personal rela-
tions existing among country team participants. These relations al-
low the group truly to function as a team and not merely as an
assembly of representatives of different government agencies.

The fortnight meetings are held in the Embassy conference room.
Complete flexibility in scheduling meetings is maintained, however,
and ad hoc meetings are held as necessary. Similarly, regular meet-
ings are canceled 1f none of the members has sufficiently important
business to justify holding them.

Basic procedure for preparing the agenda for these meetings is well
established. At the beginning of the week in which a meeting is
scheduled, the chief of the Embassy’s political military branch com-
municates with (1) the Secretary, Joint Staff, Headquarters, Com-
mander, USFJ, and (2) the Oflice of Chief, MAAG, Japan, in order
to ascertain what items those components of the team wish to propose
for inclusion in the agenda. This information, along with any agenda
items the various sections of the Embassy may wish discussed at the
meeting, is then passed to the Counselor for Political Affairs, who
outlines the proposed agenda to me at my daily staff meeting. On
the basis of the proposed agenda, and after such consultation with
other U.S. officials as may be required, I decide whether or not to
hold the regular meeting,

While the activities of the country team are most clearly focused in
fortnightly meetings, they are not limited to them, for by necessity
much work requiring sustained attention and effort must be dealt
with on a continuous basis outside the structure of actual meetings.
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Indeed, matters which may require country team approval are most
often staffed through the country team mechanism without there being
any need to convoke a formal meeting. Further, it would be rare for
any item on the agenda of a given meeting not to have been fully
stalled at the working lovel before becoming a subject of country team
discussion. To a great extent, therefore, the country team’s work in-
volves reviewing recommendations worked out at the staff level and
arriving at an agreed position or course of action.

Thus, by means of a system of fortnightly meetings and extensive
staft work outside these meetings, the work of the country team in
Japan is coordinated, and discussion and implementation of U.S.
policy on a broad front are facilitated. It is my belief that the system
which has been evolved is well suited to assist 1n the formulation and
execution of U.S. Government policy in Japan. ,

I would imagine that this brief statement of the organization of the
Embassy and of its role in the administration of national security has
raised some questions in your minds. My hope is that what I have
said will serve as a basis for a more detailed discussion of this subject
and I welcome any questions you might have.

(The two organizational charts referred to previously entitled “The
American Embassy, Tokyo, Japan, July 1, 1963” and “The American
Embassy and Affiliated Agencies, Tokyo, Japan, July 1, 1963,” appear
at pp. 223 and 224.)

Senator Jackson. We are very happy to have your statement, Am-
bassador Reischauer. We will proceed now to ask questions.

Do you have any additional comments that you wish to make prior
to our questions?

Ambassador Rerscmavrr. I might just add a few remarks.

First of all, [ am testifying from a very different point of view from
your previous witnesses. Not having had a career in the Foreign
Service, all I can possibly add is a freshness of point of view of an
outsider who has been in it only a little over 2 years.

Some of the problems that have come up have been problems of
whether or not the overall diplomatic establishment was too large for
adequate policy coordination, whether or not the flood of messages
back and forth between the embassies and Washington was so great
that policy was somewhat lost sight of in this great flow of words.

My own feeling, after two and a quarter years’ experience in Japan,
is that neither of these worries is really well founded.

We have in Japan a fairly large diplomatic establishment.

I have seen no problem of policy coordination, no problem of or--
ganization. These certainly are not too large to handle, by any means.
Tt does take a certain amount of organization, perhaps, to see that
different diverse branches do not get in each other’s way, but I have
not seen any serious problem of that sort at all in Japan.

And while we do have a tremendous exchange of materials between
ourselves and Washington, it has always seemed to me valuable. You
need this exchange at all sorts of different levels, and I think there
is a pragmatically eflicient way, a very sensitive way, of sorting out
the important things for the right sort of attention.

There are perhaps ways in which this can be further perfected, but
the whole mechanism seems to me to work very well.

96-855—63—npt. 3——2
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Senator Jackson. You do not find any problems of excessive re-
porting ?

Ambassador Rurscrravrr. Back here, perhaps, some people might
feel that way.

Senator Jackson. I mean from your end.

Ambassador Rerscuavrr. No; not from our end. Not from our
end at all.

There is this flood of paper, and one wonders whether it is all
necessary, but I think one finds that there are ways in which one can
keep on top of it, and then it all proves valuable.

In fact, we are always asking for more information on certain
things; and Washington is, too, the other way around. If there is
any danger, it is sometimes that we do not get the details back and
forth to each other fast enough.

- Senator Jacxson. What methods have you used to better utilize the
information that flows in? You have a good, competent staff, I take
it. And are you able to delegate your work sufliciently ?

Ambassador Reiscriaver. Yes; I think so. I mean that is the
whole point in having an organization of this sort, to be sure that the
important thing comes to the top, and that the people at the top do
not get flooded by it.

I'should say there is one problem in messages going back and forth:
at what level do you need clearance? This is a problem you always
have to keep watching, because every now and then people down the
line will send out a message expressing the view of the Embassy, and
I think if we express a view on something rather than just reporting,
you need fairly high clearance. There are problems of this sort.

Going the other way, I think there is sometimes difficulty in knowing
who is actually speaking to you in a message. They are all signed
“Rusk,” let us say, but sometimes you know it did not come within
several ranks of the Secretary.

Senator Jackson. There needs to be a code within a code.

Ambassador Rurscrrausr. And you can tell by the code this was
only cleared at a relatively low level, and therefore you should under-
stand it in that way, and that this is not necessarily the personal
opinion of an Under Secretary or the Secretary.

I think that maybe some codes within a code would be useful, as
you say.

Senator MiLrer. Could T ask a question ?

How mnuch of the time of your staff would you say is dedicated to
reporting ?

Ambassador ReiscHAUER. Tt probably would vary with the different
types of people.

You mean reporting in the sense of just getting information back
that might be useful in Washington ¢
. Senator Mrrrrr. Preparation of a report to be sent back to Wash-
ngton.

Ambassador Rerscaaver. Telegrams and reports, and so on 2

Senator Mrarr. Yes; to meet the requirements of reporting on the
State Department end.

Ambassador Rerscaaurr. It would be very hard to say. Between
a quarter and a half of the time, perhaps. -

But, you see, much of this reporting is really their own research
work in keeping up with the field that they are following.
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You take the man that is our contact man with the Government
Party. e is constantly trying to learn as much as he can about the
leaders of this Government Party, what they are thinking. He is-
talking with them all the time. And every once in a while, when he
thinks he has enough information to be of value to Washington, he
writes it up as a report. ‘

But he has done this basically for his own knowledge.

Senator MiLLrr. Yes. Well, T would want to distinguish between
what one does for his own knowledge and his own competence in
carrying on his assigned duties there and the work that goes into
getting that information back to Washington.

Ambassador REISCHATER, Well, there is a third category. There
are, you know, these routine requests for reporting on certain types of
things, that you do fairly routinely. I should say in the economic
field there is more of that than there would be in the political field.

I think the very fact of drafting it up into a message is itself a
valuable exercise for the reporting officer, because sometimes a person
can have a rather vague impression of the whole thing, but until he is
forced to put it in good format, he has not thought it through himself.

Senator Mirrer. You do not think a certain amount of that crystal-
lization of his thinking could have already been gone through in the
course of the staff meetings that are held? I would imagine that at
one of his staff meetings or your own staft meetings, for this thing
to be articulated properly, it would require some thinking through.

I would hope by the time it got around to a staff meeting with you
he would. have thought it through pretty well, and that anything
beyond that for the purposes of Washington would not be required.

I am trying to come up with your idea on how this can be improved,
because those of us who have served in the military at both the head-
quarters level and at the field level know that this thing can get out of
hand.

And there have been time checks and all kinds of efficiency systems
evolved to try to cope with this problem. But T must say that I was
shocked when I first came across the information regarding the flood
of paper that descends on Washington. ,

That means somebody out in the field has to do something, And I
can see where you can even get bogged down. Sometimes these things
can be eliminated, and sometimes they can be streamlined and some-
times there can be summaries rather than full reports.

There are a lot of those things that we have found in the military
that can be eliminated. Somebody back here has to shuffle them
around, And when you eliminate just one, there can be a chain reac-
tion which can cut down a lot of time and overhead.

I just wonder if you have had oecasion to review some of the report-
ing required of you and your staff. Have you tried to eliminate some
of it, or streamline it ? -

Ambassador Retscmaurr. T am not aware of any large bulk of mate-
rial that is not of value to ourselves in the drafting process. Of course,
the staff meeting tends to be a fairly informal thing, with us. I try
to get people to express their views and discuss them back and forth,
rather than having canned reports, and so it serves a somewhat differ-
ent function. . It is an exchange of views, primarily.

I find, myself, the more routine reports of my staff are very useful
tome. Ikeep them on my desk, and when I have s little time, I catch
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up on them and read them, because there are lots of things 1 cannot
follow in as much detail as they are followingi. . )

They are often eager to write these, actually, because 1t 18 their way
of presenting the thing that they have discovered to the rest of us there,
as well as back in Washington.

In almost every case where there has been a real attempt to cut down
on this flow, there is somebody back in Washington that screams in
agony when it does not come in any more.

Now, mighty often these are people down at the research level, who
are doing the day-to-day work. I think it is very valuable to have
a research backup in Washington as well as with us, where the papers
are pretty well in detail. .

Senator Mirrer. In reporting to you, do you have them summarize
their topics?

Ambassador Rerscriaver. Almost all of our longer reports come in
with a summary statement at the beginning, and you can glance at
that and decide whether you want to read the rest of the report.

With my time as tight as it is, I must admit I often let the thing
2o by with just the reading of the summary.

Senator Mg, Would it be feasible, in lien of some of these reports
that go back to Washington, to merely indicate a summary, let’s say,
of a few points of what is contained in some of these studies, so that
the people back here could then determine whether to ask you to send
the whole report on or forget about it #

Ambasador RemscmAUER. Actually, as Jong as you have a pouch
going back and forth all the time, it in itself is not a real problem. It
is a problem of who is going to read it when it gets to this side.

And I suspect what %appens here is what happens with us. The
busier people will glance at summaries and put it aside, whereas the
people who have the backup research function are the ones who are
going to read it and appreciate it.

So T doubt very much if this does cut into your time very seriously,
on this side, any more than it does with me there.

That is what T mean. It is a pragmatically worked out system, but
1 do not think we waste much time reading things that are not neces-
sary to be read. ,

Senator Mirizr. That certainly is one of our problems here, to fig-
ure out what to read. And I know that commanders have a time
problem.

And granted that staff people love to write reports, because this is a
good way of impressing the commander with your knowledge on some-
thing, I would hope they would save their time by writing summaries.

If you want to dig In, you can get them to give you the details.
A nutshell approach saves time. ,

Ambassador Rerscaaunr. We always have a summary on the front
of a report there. In fact, in some cases the title is enough for you.
You know you will not want to read the rest of it.

Senator Jackson. Mr. Engberg?

Professor Exoprre. I was much interested in your formal statement,
about how you pre{)are forthese staff meetings. I recalled, after read-
ing that, an article Ambassador Matthews had put in the Foreign
Service Journal about coordination, and I was wondering what you
might give us as to your procedure.
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Ambassador Matthews pointed out that there is serious danger in
consulting with the top agencies, that you may not have coordination
throughout the lower arcas. And he suggested that the ambassador’s
task was finding out what was happening on all the lower levels, and
coordinating. This gets into the area that we talked about once be-
fore—the danger of each agency giving its own view only.

‘What is your thinking as to the lower level type of coordination, so
that you get the true picture when you have your top stafl meeting ?

Ambassador Rezscrraver. Yes. Of course, through the meetings
of the sections, which bring together all these agencies that might have
a somewhat related interest, we do have coordination at that level, and
some of these agencies go to more than one of the staff meetings, as you
can see in this paper.

So the problem is: ITTow can I keep in touch with all of this? And it
is a problem I felt very much.

When I first went there, I found that there was such a tendency for
all authority to stem from the top down that if the Ambassador spoke,
then no one else would speak. And this went away on down the line.

If I got the political counselor’s views, I did not find out the view
of the man who had argued with him at a lower level.

I have done my best to make everything go the other way around.
In my own staff meetings, I never speak first. I always start with
them, to bring up all the problems they want, and get them all talking,
and I keep the Deputy Chief of Mission and myself to the very end,
to pick up the points that have not been brought up.

This is just exactly a reversal of the procedure that I had found
there.  And I insisted I wanted to get the divergent views and not just
the view of the economic or political section as decided at the very top.
I wanted to have something of the argumentation that had gone on
below on the very same thing.

This does not assure me that it always does come through, and I
still have a feeling that I wish I had closer contact with the people
down the line. But I think this is a problem, and would be a problem,
in any large organization.

Senator Jackson. I wanted to turn, if I might, to the matter of long-
range planning in the embassies.

We have found that for one reason or another, generally speaking,
the embassies have not been able to do this. Do you have the staff for
this purpose ?

First of all, do you see a need for a planning staff or planning group
within the Embassy ¢

Ambassador Rezscmavrr. I am not sure that I see a use for a sepa-
rate planning staff here. I feel very strongly that the Ambassador and
the top officers should themselves be thinking in long-range terms.

I just do not see how you could do a job of this sort if you do not
have a sort of philosophy of history, of where this all fits in. You
have to think in those terms, or you do not make any sense out of what
you are doing from day to day.

I do not see how you can give this to another group who are going to
be your philosophers, while you are the do-ers.

genator Jacxson. You feel the operators should be the planners?

Ambassador Rerscraurr, I feel that way, and that is the reason I
am very happy when I find some of our best officers writing long-term
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think-pieces. What is happening in Japanese politics? We have had
some very good papers of that sort.

Some of these may seem awfully far away from immediate admin-
istration. But I believe thinking of this sort is important. I did a
paper last summer myself, trying to think through the whole thing,
what we were really dealing with in roughly a 10-year period.

And one of our chief political officers did an’extremely good analyti-
cal piece on the nature of the development of the Japanese parties, as
to what was happening there long ferm, and so what we were going
to have to deal with in the future. .

The men who have the chief responsibility and the chief contact are
the ones that are best able to do this, and T think we just have to reserve
our own time to do this thing, as well as do the day-to-day work.

Senator Jackson. Do you have the backup staff you need to help
you in formulating long-term policies as you see them develop in your
day-to-day operating experience ?

In other words, you are at the top of the Jimbassy with your key
people, and you sit around, and you are confronted daily with the
host of problems that you have to meet.

Do you find the time to really sit down as a planning staff, as a plan-
ning group, with your key people ?

Ambassador Rurscaver. To get it on paper, you have to find some
special time,

1 did a big piece last summer, when T took myself a little vacation.
I went away for about 10 days, and I sat down and did this. It was
the only way you could do a job of that kind-—come up with a long
paper.

But actually I think we use our staff meeting very much for that
purpose, because quite often we get away from the immediate issue
to talk about the long-range implications of it and where we are going,
and so I think there is a sort of oral tradition of this sort.

Here we are talking about this big problem, and where we stand in
it, and our staff meeting does not therefore just stick to, “Well, here is
a document, and how do we answer it?” I am very happy to get away
from that and talk about the bigger issues.

- Senator Mirrer. What happens to that report when it comes back
here? How long are the think-pieces?

Ambassador Rerscizaurr. We get very interesting reactions here.

Senator Mrrrur. Where does it go? Does it go to a long-range
planning staff ¢ ]

Ambassador Remscrraver. I presume the long-range planning staff
looks at that.

I am very much interested to see that all up and down the line the
officers over here will have read it, if it is something of real interest.
It goes around to CINCPAC. TPeople like that come back and say,
“That was interesting. We think this is fine.” And so on.

Senator Jackson. I think we ought to point out that Ambassador
Reischauer is rather unique. He is a scholar on all matters relating
to the Far ast, and Japan in particular.

Ambassador RerscaAurr. 1 come with a long-range interest in this
particular area and problem ; and therefore look at it in those terms.

Senator MrLrer. But is there a long-range planning officer over here
at State that would take something from someone in the Philippines
and southwest Asia ?
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Ambassador Remscriavrr. Yes. The State Department’s policy
planning staff does that. There is a tendency for the policy planning
staff to perhaps work more on crisis problems rather than noncrisis
areas such as Japan: A ' :

Senator Mrmurur. How about long range? Do they not have long-
range planning? :

Ambassador Ruscirauer. As I think back over the State Depart-
ment’s history, they are always setting up groups that are going to
think in terms of the long range, and they are always being brought
closer and closer to the immediate present. ' '

This has happened with various staffs I have watched over there.
Thereis this danger. o

Senator MirLEr. But the State Department’s policy planning staff
is the one that has this function? o A e

Senator Jackson. They have the responsibility. The staff is headed
by Walt W, Rostow. , '

- Ambassador Rurscumavnr., Right. , B

Senator Jackson. Now, when you are able to get in a good paper
on what you sce the situation to be at present, and the direction it
ig going, and so on, do you find that a document of that importance
gets to the Secretary of State and to the President ?

Ambassador Rersciiaver. I am not aware that cither of them has
read these particular ones I had in my mind. I dare say if they did
not see it, much of the thinking of it was transmitted to them in terms
of conversation with other people at the top, who have read it. It
certainly gets up to the Assistant Secretary level—things of that
sort. ' ’ '

Senator Jackson. Well, it seems to me when we have a good ambas-
sador and a good embassy staff, they can be a very vital part of our
policy planning. When an ambassador is in a country as important

- as Japan, he has an opportunity right on the scene to translate his
day-to-day experience into what the direction should be for the future.

And the operator can be the best planner. I think this is something
we need to really capitalize on.

; Do vgve have a preapproved policy plan toward Japan that you
ollow ¢

Ambassador RurscriauEr. Yes; we have a paper. I forget whether
it is revised every 2 years, or something of that sort. I remember when
T first came in, a little over 2 years ago, they were in the process of
just finishing one up, and they gave me a chance to read it and make
some suggestions on it.

We are just going through another process of that sort now, I think
primarily from the policy planning group back here in Washington.
Tt has been over several monthg’ time that they have been putting
together something of this sort. .

Senator Jackson. Well, is this paper worked out in conjunction
with you and your people? :

Ambassador Rerscaaver. It goes back and forth between the desk
officer in State and us, and they rewrito it and so on.

Senator JacksoN. Whatis the genesisofit? Do you start it?

Ambassador Rerscrravrr. This past one, as I remember, was written
up at the desk level here, originally.
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I happened to be back here in November—December for a couple of
weeks, and in between all the other things I was doing then, I read
it and made quite extensive changes in it at white-hot speed at that
moment. They did some further work, and then it came to us in
Japan, and has been very much rewritten in our different sections.
Then it has gone back here, and they are doing some further rewrite
on what we did.

Senator Jackson. Do you have a substantial influence in the final
version in the Kmbassy staff ¢

Ambassador Remscaaver. Oh, yes.

Senator Jackson. And then when that process was completed, did
the Secretary of State approve it, and did the President approve it ?

Ambassador Rersceauer. I am not sure at what level it gets final
approval.

enator JAcksoN. Butitisnational policy?

Ambassador Rersciraver. Yes. And what it turns out to be, then,
is pretty well descriptive of what people think the situation is, and
the thinking is at that moment.

It really does not plan too far into the future. But it is awfully
useful for anybody coming in new to the situation to see a statement
of what the thinking was as of that time.

Senator Jackson. Do you find it adequate?

Ambassador Rerscrraver. I think it is fairly adequate; yes.

Actually, once you have done it, the people who have taken part
in it find their minds going on, and they go beyond it fairly soon.
So T do not find myself going back to, “What does it tell us o do?”
because we have helped draft it up, and we should go beyond it as
events unfold.

But I think it is very useful for the person who is only peripherally
involved in the Japan picture, and therefore needs this for reference,
or the man coming newly into the Japan scene.

Senator Mirrer. How far in the future does it go ?

Ambassador Rerscrraver. It does talk about the general future. I
do not mean it does not go into the future, but as we move into the
fature ourselves, we begin revising it.

Senator Mrrier. There are not two papers, one devoted to short
range and the other to long range?

Ambassador Rerscauer. No. And it is based on a fundamental
assumption of what may happen over a 10-year period, just on the
kinds of things we have been thinking through in these specific papers.

Professor Turrs. When Miss Fosdick and T were in Japan last
fall, we were told, if T remember correctly, that there was a planning
paper for USIS, which neither the present USIS group nor its prede-
cessor had had an adequate opportunity to participate in drafting.
There was some feeling that more consultation with the Embassy,
the USIS group in Tokyo, would have been helpful.

I take it thisis not the situation in your relations with State.

Ambassador Rerscraver. Well, they are now just in the process
of revising the USIS paper “Country Plan,” T think they call it.
Our USIS man sent back one which he has written largely himself,
I think, so they may feel a little differently right now. This was some
months ago that you were there. Perhaps they had reference to the
fact that certain elements in it, some overall statements of objectives

Approved For Release 2004/02/03 : CIA-RDP65B00383R000100290001-1




: - 100290001-1
Approved For Rela2sa 20040%/03: ¢1A:RPE62B00383R000 209

and so on, were dictated from Washington as of some time ago, and
people in the field would perhaps prefer to phrase it differently.

I remember the U.S. forces, J apan, at one time commeuted, “Can’t
you say this better ?”” and that turned out to be the part that was from
Washington, that we could not change. So maybe they were having
reference to the fact that some of it was already set,

Professor Exeprre. I was wondering if the Ambassador had any
information on whether the Department of State gives the same con-
sideration to other ambassadors.

Ambassador Reischauer is an expert in his field, and I can well see
where they might seriously consider his recommendation on all these
long-term programs.

Do you know at all from your acquaintanceship with other ambas-
sadors and your various contacts whether or not the other embassies are
given the same consideration on planning papers that your office is
given ?

° Ambassador Rerscriaver. I had the impression they were, but not
having had that extensive experience in the Foreign Service, I could
not say.

Senszlztor JAacKsoN. Returning to the issues of reporting and planning,
when you have an important point to make, an important suggestion
that you feel is very vital in our relations with J apan and therefore
with the Far East, do you have any trouble getting that information to
the highest lovels that are necessary in order to take effective action ?

Ambassador Reiscrraver. No, That is what I mean by a fairly
pragmatically worked out system. Theoretically, the telegrams are all
the same. Sometimes limited distribution will get it higher. But you
use that usually for security reasons.

But you use the first person. If you say, “I did this,” you see, this
almost automatically brings it up to higher attention. go there are
ways of drafting it.

I do not know if there is any rule book that describes this, but I have
found in practice there are ways of getting higher attention, by the
phrasing.

Senator Jackson. Then, I expect, there are certain situations in
which you feel the issues involved are such that it would be better to
come to Washington ?

Ambassador Rersciraurr. Thave never had to do that,

Senator JacksoN. You have never had to do it. You have been able
to handle matters through written communications for the most part?

Ambassador Rerscrraver. Well, there are many cases where you
probably feel as though you could have done a betier job if you came
back here and talked directly with Emople.

Actually, this week I find mysel] having turned up quite by accident
at a very opportune moment on a very important %roblem that I prob-
ably could not have handled as well in Tokvo as by being here.

Senator Jackson. Under Secretary of State Farriman indicated, in
his testimony to this committee, that if our ambassadors could come in
more often, this at least would help the reporting problem, and it would
bo more useful both to the Department of State and to the ambassadors
themselves.

Do you have any comment on that ?

96-856—63—pt. 3——3
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Ambassador Rerscraver. I have come back on an average of be-
t{ween 6 months and a year. Ihave found it very useful to come back.
T am not sure it would be more useful to come back more often than
that, because I think these messages on the whole are very adequate.

I am always very much impressed by how much aware they are of,
you know, that message you sent, if you sent it in the right form. And
T think it is just about as good as 1f you were on the spot.

Senator MILikr. What about the key members of the staff coming
back? Do they dothat? '

Ambassador Rerscraver. Very little.

Senator Mirtrr. What about the comments from the headquarters
here, or the State Department’s policy planning staff going out there?

Ambassador RETSCHAUER. We do not see too much o the policy plan-
ning staff, that I am aware of. I think I would like to see them more
often.

Senator MrtrEr. Do you think it would be helpful to have the policy
planning staff come out to the field once in a while?

‘Ambassador RemscaaUEr. Yes. For instance, T have not been able
to persuade Mr. Rostow to come out. He promised me one time, and
was not able to do it because other crisis areas absorbed his time.

Senator MiLier. But how about one or two of his right-hand men
coming out?

Amﬁassador Rersciaver. I think it would be very good.

T do not remember cases of top people in_policy planning coming
out. It may be just a slip in my memory. ‘We do see a great number
of other people. I am very happy to see them. I think it is very
useful.

We have a constant flow of Government officials through Tokyo,
Stzlt_te Department people and others who are involved In foreign

olicy.
P Senator MILEr. Probably too many.

‘Ambassador Rersciaver. One could think that way, but I do not
think it can be too many.

Senator JacksoN. Depending on the quality.

Senator MmLEr. But you would like to see somebody from the policy
planning office?

Ambassador Remscmavrr. Yes; that would be useful, I am sure.

Senator Jackson. To return for a moment to the policy gunidance
that you get, do you find that it is clear and unequivocal, so that you
can pretty well carry out your duties and responsibilities as Ambassa-
dor? Or is there a lot of improvising and are there ad hoc arrange-
ments that do not always leave you with clear-cut guidance as to the
course you should pursue?

Ambassador Rumscrraver. Tt is usually clear cut, T think. Some-
times it is slow in arriving, because so many of our important prob-
lems in Japan are interdepartmental problems—economic ones involv-
ing Commerce, Agriculture, Fisheries, things like that, and then the
military.

Senator Jackson. On the fundamental questions? T realize an
jsstie will come up in a specific area that does not actually change your
broad general directive. Do you find that you are pretty clear in
your own mind as to the course you should pursue, based on the writ-
ten policy statement?
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Ambassador Rerscrraver. Yes; I thinkso. But that may be simply
because I have a clear idea in my own mind. I think our general
statement is quite clear, our overall policies, and so on.

Senator Jackson. This is one of the things that has concerned us.
For a while I think the government tended to be too precise and
formal on these things, and now there may be a tendency to go the
other way, to improvise and to be a little too flexible.

Ambassador Rerscuaurr. Well, perhaps we have a somewhat dif-
ferent situation in Japan from what you have in many countries of
the world. We do not have a rapidly changing situation there. You
have to have an overall interpretation of where things are likely to
go over a certain period of time, and I do not think in Washington
or Tokyo there has been any fundamental revision of that general
attitude.

This does allow, then, an ambassador within that general frame-
wlork (’100 have his own fairly clear-cut ideas of just how it should be

ayed.

P V%rfe do not have a change from year to year because of some revolu-
tion or change of leadership in ti)l’e country. So I do not think this
would be a typical case, at all.

I think you would have much more serious problems, let’s say, in
the countries of Southeast Asia, where you might have to have a
fairly rapid change because of a great upheaval.

Senator Mrrrer. Could I pursue that one idea you have had?

You have indicated you would like to see more of the policy plan-
ning staff people come out in the field. 'What about their counter-
parts in some of the other agencies? For example, from Commerce,
coming out. Do they do that?

Ambassador Ruscavrr. Yes; we get people like that all the time.

Senator MirrEr. So the liaison on a visitation basis is pretty good
except when it comes to the policy planning office in the State De-
partment ?

Ambassador Rescrravsr. Yes. Specifically, I do not remember
those people coming out very much., We do have a large number of
people from Defense, Commerce—all of the departments that would
be involved in things of this sort.

Senator Jackson. Turning to the defense area, which must tie in
so closely with our foreign policy objectives and operations, what is
your relationship with the military, and how do you in general get
along? Do you have any comments on that? '

Ambassador Rersciravrr. This is the most important coordination
problem we have in Japan, without a shadow of a doubt. We have
45,000 men in uniform there, which gives you a population of over
a hundred thousand on the military side in Japan.

And the most difficult and crucial aspect of our relations with
Japan is with defense, because this is the controversial issue of Japa-
nese politics, making this our most difficult problem. And so liaison
between the Embassy and the U.S. forces in Japan is absolutely
essential. »

Actually, we have an extremely close relationship. We have a
country team which formalizes this relationship, but the essence of it
is the fact that the commander of the U.S. forces in Japan—up
through this month it is Jake Smart, an extremely fine man—he and
I are in very close contact.
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Tt is like the traditional school, onc person at each end of alog. We
are two people at each end of a sofa, and we get together all of the
time and talk over each of our problems, and when we have staff work,
we have a country team meeting that comes every 2 weeks.

But we never dream of doing anything that involves the other with-
out consultation. He gives me his speeches, if he is going to make a
speech, or anything like that. ITe comes and tells me his problems, and
I discuss mine with him.

Senator Jackson. And this runs pretty well down through all the
levels?

Ambassador Rerscrraver. Down through the levels, the same kind of
very close relationship exists. We draft an important message to go
to Washington, sent ostensibly from the Embassy. Just the day I left
there was a very important message coming out. Tt did not say “coun-
try team” or anything like that. There were two colonels and a Navy
captain backstopping me on this, coming over from the headquarters
of the U.S. forces in Japan, because it deeply involved them. This is
the kind of relationship we have.

Senator Jacrson. 1 am certainly glad to hear that, because we have
had some experiences where Defense and State get rather out of
touch—take for example the Skybolt problem. And certainly in
Japan you have a whole series of sensitive areas, in which the military
are involved on a day-to-day basis, and that have of necessity to be
closely coordinated with the job you are doing.

Ambassador ReiscHAUER. Yes. We have a third element in that,
and that is our MAAG, of course, the Military Aid Assistance Group,
which is, according to the charts, part of the Embassy. But it has to
have very close relationships with the U.S. forces in Japan.

And so there is a three-way coordination. But the kind of thing
they are in on tends to be more of a technical nature, weapons and that
sort of thing. There is very, very close staff coordination, but it is
not as crucial as the coordination between General Smart and myself
on things that have an overall relationship with Japan.

Senator Jacksox. You find it is the quality of the people as much
as anything that makes the difference ? '

Ambassador Reiscrzauer. This is the basic thing, of course. You
cannot have a fine organization if you do not have the right people,
and if you have the right people, you do not really need such a detailed
organization.

Senator Mmrer. I hate to have to leave. It has been nice to get
acquainted with you.

(At this point Senator Miller withdrew from the hearing room.)

Ambassador Remscrravsr. We have the danger of General Smart
and myself getting together without sufficient staff behind us, so we
had to go back to a more formal type of meeting so that it could
be properly recorded.

rofessor Turrs. In terms of developing our relations with Japan,
what are the most important tools with which yon have to work?
I suppose they are economic to some extent, and military to some
extent, and informational to some extent. Do yon feel, as you have
watched this over the past couple of years, that we are making effective
use of these tools? :
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What I am leading to is: What if anything do you see as the prob-
lems in making better use of these instruments for influencing
relations?

Ambassador Rersciravzr. I think the policy is just as with any com-
plicated problem, to subordinate the minor to the major.

We have loads of, let’s say, minor-economic problems, that help to
roil things up, and therefore make major political relationships more
difficult. You have got to keep them in perspective. It is awfully
hard to do, because each one of these belongs to somebody’s particular
area of administrative control over here, or political concern, and so on.

Just the coordination of these things is a very difficult thing, if you
are thinking in terms of specific instrumentalities for improving the
relationship.

And of course, economic problems are very much involved. For
instance, cotton textiles is a very good case in point. This can cause
a great deal of ill will—this of course goes both ways—over what turns
out to be a very small item in the huge overall trade.

On the military side, the relationship of our military to the Japanese
public is a vitally important thing. Very fortunately, our military is
very much aware of that. If we had military men who were not awaro
of this public relations problem, we could have endless trouble. But
we are very fortunate in having from the top on down in our military
in Japan people who seemn to be extremely well aware of this, and work
awfully hard at it.

Perhaps the most important instrumentality is the information side,
or cultural exchange, or whatever you want to call it, or intellectual
contact.

People do not like to use the word “intellectual,” but this is perhaps
the most important aspect of it there, the USTS and all the aspects of
its activity.

But you have the U.S. military in the same effort to have an overall
influence. And I should say our whole Embassy is really doing a sort
of USIS job. There are ways in which we could make it more effective,
but as long as we all realize this is important

Senator JacksoN. The military insofar as their base commanders
are concerned—are they fully indoctrinated before they come, and then
after they get over there, on rather a continuous basis, to know what
the problem is in their community, what approach they should take
toward the local citizens, and so on, this being one of the troublesome
problems that you have to face?

Ambassador Rerscmaver. I dare say there is good indoctrination
before they come. I am not sure on that point. I think perhaps the
main thing is the leadership of the commanding general. Ile under-
stands it and helps indoctrinate people on down the line.

Of course, the chief men in every service are very important, and
we are very fortunate in that. And people down the line begin to take
the lead from those above them.

Professor Turrs. I remember that you attached a great deal of im-
portance to the point of communications in your book, in 1955, Wanted :
Amn Asian Policy. And in that book you made a strong case for the
importance of having people not only speak the language but under-
stand the culture enough to be able to express what they have to say
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in a way which would make it understandable to the people they are
talking to. )

To what extent do you think your staff meets these requirements
now, in the USIS staff and other staffs that are involved in this?

Ambassador Reiscmaver. Well, you probably never achieve perfec-
tionin this. But we have made a lot of advances. The Embassy hasa
fairly high degree of linguistic skills. We have built that side up quite
considerably.

You cannot go too far. You want a balance of people who are not
deeply in the Japanese scene, too, in key places, also. I think you have
to have that balance.

So the Embassy itself I think is fairly well balanced that way. Per-
haps USIS could use a great deal more linguistic skills. They just
are not available as yet. We have a pretty good training program for
the young men, in rather large numbers.

Professor Turrs. That was the next point I wanted to raise. This
committee has been quite interested in training problems.

You say you have a training program. Do you think it isa good one?
Or could it be improved in some ways?

1 wanted to ask what sort of a training program would in your
judgment best prepare the young officers for their work.

Ambassador Rerscmaves. There has been a lot of experience be-
hind this. The one problem is the problem of weeding people out
of this kind of work who do not have the real talents for it. And
we keep setting up a system. -

Recently we started a system whereby a person would have a trial
period there, and a trial period in the field, to see if he is really
suited for work in Japan and has linguistic skills worth developing.

After he has proved both of them, you give him a full course. The
only danger is the one of human frailty, where everybody wants to
be so kind to everybody else that it is awfully hard to bust a person
out of the system. There may be sort of a black spot on his record.
But. it is not a kindness to him to keep him in if he does not have the
talents for it.

Professor Turrs. In this same book of yours, you said that:

The specialist who learns the native language and becomes an expert in the
native culture and psychology is likely to find his aceomplishments hindrances

rather than aids to his promotion.
Our Foreigh Service—

vou said there—

is geared to produce fine mixers with other Americans rather than to produce the
all-important contact men with Asians.

Ambassador Ruiscitaver. When I wrote that, I think it was de-
scriptive of the system. I trust this is being changed. But there is
always this prejudice. It is a problem.

Professor Turrs. What does this suggest to you about tours of duty
and about the need for opportunities for people who do want to special-
izo in a particnlar language and culture and so on? Do you think
we need people in the Foreign Service who will spend a large part
of their lives working on Japanese matters?
 Ambassador RerscHAUER. There are certain areas where I think it
is necessary, absolutely necessary. Japan is probably an outstanding
example. Korea is a place where if we had more of that, we probably
would be in & much sounder position than we are today.
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The China area—of course, we do not have much of a China area to
deal with—has always been in the same position exactly. That is,
these are countries that have very different languages from ours, and
really utilize them as a medium of communication. A
~ India, after all, uses English. Africa still is using western
languages. And you do not have quite the same problem that you do
in the Far Itast.

There used to be a special Japan and China Service, back before
the war. It was necessary in those days. I think it will be necessary
for a long time in the future. That means people who are expected
to spend a much higher percentage of their career in one area than is
true of the Service as a whole.

Professor Turrs. Do you have such men on your staff there?

Ambassador Rersciatvnr, Oh, yes, we have lots of them. And we
are training men all the time. I get the impression that half of their
foreign service would be spent in contact with the country of their
special interest.

Professor Turrs. And do you find that they are getting promotions
adequately ? ‘

-Ambassador Rusoriaugr. I think so; yes. The really able ones
are; yes. I think there hasbeen a change in that regard.

Senator JacxksoN. Senator Pell? :

Senator Prrr. Thank you. Excuse me for being late. I had an-
other meeting.

In connection with your table of organization, I notice that you have
the military attachés reporting directly to you, not to MAAG and
then to you. Some thought is being given to the idea that the MAAG
commander’s offico should be combined with the position of Defense
attaché? What is your view on that?

Ambassador Remscrravsr. MAAG is a very specialized job with us,
a highly technical job, and their problem of relationship there is
between them and the U.S. forces, Japan.

We have a large military there. They have a very close working
relationship. In the chart they come under us, but the three of us
work very closely together.

Among the various service attachés in a country like Japan, where
you have the large military establishment already there, you have a
somewhat anomalous position. They tend to be just liaison officers,
to help liaison between these various elements.

Senator Prrr. Whoserves as the liaison ¢

Ambassador Rerscuaver. The service attachds.

Actually, T think someone should look into the whole problem of
what the function of a service attaché is in an embassy in a country

where there is a large American military establishment that quite

overshadows the service attachés.

I think the military itself are beginning to think about this prob-
lem, because obviously U.S. forces, Japan, has taken over a large part
of the function that would normally be in the hands of a service
attaché.

Senator Perr. This is a question T had hoped to lead into, because
T had been of the view that the commanding officer at MAAG should
also be the Defense Department attaché as well, and when this wounld
happen, there would be happier relationships with both the embassy
staff and perhaps some of the other people.
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Ambassador Rurscriavsr. It is a perfectly conceivable concept, ex-
cept that we have somebody even more important, and that is the com-
mander of the TV.S. forces i Japan, who is really the Defense Depart-
ment representative there.

And for anything of a military nature, and as I was pointing out
earlier, the most difficult problems we have are of a military nature,
since this is a crucial area, in Japan—on things of this sort my rela-
tionship with the commander of U.S. forces in Japan is the important
thing.

Senator Perr. Which is the senior Defense attaché ?

Ambassador Remscravrr. We do not have one.  The Naval attaché
is responsible for the maintenance of all the facilities for the rest of
them; but he is not over them.

Senator Prrr. When you get into the other islands around .J apan,
the Ryukyus and others, do they come under you?

Ambassador Rursciravrr. The Ryukyu Islands are a great, problem
for us, but they do not come under us. That is probably where the
problem exists,

It is a Department of the Army area, and the commanding general
is directly under the Army, the High Commissioner. And yet the
great political problem is the fact that there are 900,000 J apanese-
speaking people who regard themselves as Japanese, and therefore
this is a bujlt-n major problem between us and Japan.

So the Japanese and we have a very special relationship over the
Ryukyu Islands. But we have a rather curious three-cornered situ-
ation as a result, because the High Commissioner has his channel back
to Army and not, of course, to State,

Senator Perr. What is the general view in Japan with regard to
the development of the natural normal trading relationship between
the industrial area of Japan and the agrarian area of China ?

Ambassador Rescrravgr. Japan has an emotional feeling about,
“Iere is this great mass of people next door, and it is only natural to
have them as customers of ours,” and so on.

The general public has leaned in that direction, and there is a great
tendency and desire for not only trade relations but diplomatic rela-
tions. This is a great embarrassment to the (overnment there, be-
cause they try to cooperate with us in the general free world stand.
They have therefore taken what they call a forward-looking attitude
toward trade with China.

Actually, the people who know much about it do not expect any
great trade to develop, because the Chinese have not developed an
economy that can trade with Japan very much. They could absorb
endless Japanese things, but they do not have anything to pay with,
either in the way of foreign exchange or goods.

I think the Japanese (Government feels that the best way to educate
the Japanese public on this situation—that there is not very much in
China trade—is to give enough rope, so that they can find out through
experience, .

Senator Prrn. Who do the Japanese people consider their natural
cnemy ?

Ambassador Rerscriaver. Russia. This is normal, sort of emo-
tionally built into them. They have felt that way about the Russians
for a long time.
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~ Senator Prr. Like we used to consider the British Empire in our
first century ?

Ambassador Retscrrauer. Toven a more hostile feeling.

(NlS.enatgr Prir. But they are more hostile to the Soviets than to the
hinese?

Ambassador Resciravrr. Yes; it is a traditional thing that actually
goes back about 150 years, this attitude toward Russia. And the end
of the war experience was a very unpleasant one, where the Russians
came in just to take advantage of our victory.

Senator Prrr. But the feeling toward the Chinese is one of—what ?

Ambassador Retscrraver. Well, it is a very complicated one. T used
to say there is a guilt complex in it. China is their Greece and Rome,
you know, source of ancient civilization, and they have a sort of senti-
mental feeling about it.

On top of that, they have a sort of guilt complex about having ruined
China in modern years. Unquestionably there is a certain race ele-
ment involved. The Chinese scem more like natural people and they
share a lot culturally with them. They have a strong emotional bias
in their favor. At the same time, they have underneath it all a sort
of contempt.

Genator Prrr. And what is the view with regard to Formosa China
with]it,gs 10 million people and Mainland China with its 750 million

eople
b Apmbassador Remscrratrr. For a long time the Japanese disregarded
the Formosans completely. More recently, they have developed a
much more healthy awareness of Formosa, and the fact is that their
trade with Formosa has tended to be larger than their trade with the
continent.

And now they are developing a real pride in the fact that their great
advance is largely a result of Japan’s investment in Formosa. in the
colonial period, and they have a pride in that the Formosan popu-
lation is very definitely pro-Japanese, one of the few colonial popu-
lations that have come out with a nostalgic love for their former rulers.

Senator Prrr. T remember going to Columbia University—we had
o, course for naval officers, and we used Formosa as our case study for
military government. We were taught while they did not like the
Japanese too much, they accepted them. If there were any people
they disliked more, it was the Mainland Chinese. This was Navy
doctrine in 1944,

Ambassador Rerscausr. A lot of this has been a sort of subtle
way of showing disapproval of the existing governments. I do not
think they love the Japanese that much. ) i

Senator Purr. One final question is in conneetion with the proposed
Toreign Service Academy. I was wondering if you had any views
one way or the other. i i

Ambassador RerscirAuer. I just cannot sec any point to it, myself,
bocause I do not think it is that technical a subject that should be
boiled down and cut off from the rest of the thing. i

In fact, I thought the whole effort of the Foreign Service was to
draw people into it with as broad experience as possible. A few years
ago, it was standard policy to not encourage persons to come directly
out of college into the Foreign Service. They wanted people to have
a broader experience than that.

96-855—63—pt. 3—*=
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Senator Prrr. They wanted the boys from the East to go West, and
the boys from the West to go Tast ?

Ambassador Rerscuaver. And some other kinds of contacts, more
than just the academic one, before you went into Foreign Service work.

I think that is all very sound. Certainly you do not want the
academic experience of a specialized kind of academy that cuts them
off from the rest.

I just.cannot see it in those terms, unless it means an in-service train-
ing for people after they have gone in.

Senator Prrr. Have you any views as to the consensus of people
within the career service with regard to the Foreign Service Academy ?

Ambassador Rrrsciaver. I can give you a guess as to this from my
personal friends. T think it would be disapproving.

Senator Prrr. I would agree with you.

Senator Jackson. For clarification, when we talk about the scad-
emy, the initial proposal was for an undergraduate academy, and now
there is the proposal for a graduate academy.

Senator Prrr. Yes. I am talking about the graduate academy.

Ambassador Rrrscmaver. I would have a rather negative view to-
ward this concept.

Senator JacksoN. The truth of the matter is that this type of post-
graduate work is available in our existing institutions of higher learn-
ing, or can be initiated there, and then you have the opportunity of
going to the various centers throughout the country.

Ambassador Rerscuavrr. If T had the problem of training people
for it, I would want to get them scattered widely and then bring them
into the Foreign Service.

Senator Prrr. T think one thing that would be really beneficial to
them after spending 15 years in the Foreign Service would be to get
them sent out to St. Louis.

Ambassador Rerscriaver. 1 think it would be very good to give
them sabbatical leave from the Foreign Service in something of this
sort, but not in a Foreign Service Academy.

Senator Jacksow. I think Mr. Engberg had a question or two.

Professor Excnera. I have been interested over quite a period of

time in this matter of personality in the ambassador’s office and this
matter of legal control. There is a sort of contrasting type of thing,
here. :
We run into situations such as the Ambassador talks about in
Japan, where they have the same legal situations as in other embassies
so far as responsibility to State and to Washington, and then we run
into other areas where some of our other testimony has indicated that
things have not worked nearly as smoothly.

So I have a couple of questions I would like to have you consider.
Tam not at all sure that they are really within your area of knowledge.

Do the different agencies here in Washington, when they send out
people, throughout all this great listing of folksthat you have on your
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country team—do they make any attempt to deliberately select indi-
viduals who are not only trained as persons but trained technically to
fit that particular country ¢ ‘

Ambassador Rersciiaver. Some of them do, very definitely.

We had a new attaché recently who came In very well prepared, I
thought, who had been working on these problems back in Treasury
lrll:‘ere, and was well grounded in what he was going to run into in

okyo.

Professor Exopere. Is he well grounded in the area of his work so
far as Japan is concerned ?

Ambassador Remscitaver. Yes. That is what I mean. He is quite
familiar with these things. I would not say this is true in all cases,
but I think quite a few of the people who have come are very well
grounded.

Professor IEncoBrre. Another question along that same line: So
many of these agencies that are set up by statutory authority send out
people that you work with in your country team. Then you take
over your position and, to use the terms of the President, you are sup-
posed to be in complete “coordination and supervision” of that
program.

And I think Mr. Herter at one time used the term “vehicle of de-
cision.” I took that directly from an article that Mr. Ierter wrote.’

Your control over your country team, then, is much more of per-
sonal relations than it is of legal control ?

Ambassador Rurscrtaver. This is not really a country team, what
we have here. This is all built in as some things attached to the
Embassy. So I think we have a considerable amount of even legal
control, because these things have to go out through the Fmbassy
channels of communication.

Senator Jackson. You operate under President Kennedy’s letter,
too.

Professor Enesrre. The point I was getting at, Senator Jackson, is
that the Congress has established a lot of these areas. Some, of these
areas are really not directly under the President. They become the
Ambassador’s domain when they end up in Japan.

Senator Jackson. I think the real problem here is that while these
people—like a Treasury attaché—are attached to the Embassy, you
do not have the control over their efficiency reports, their promotions,
and so on. Therefore you confront the very human problem: where
does the particular employee look? Does he look to our Ambassador?
Does he look to his superior in the States?

Ts this not part of the problem ?

I assume, on the other hand, that if a given employee or representa-
tive of Treasury or Commerce or any of the other departments fails
to measure up, a letter from the Ambassador indicating that he just
has not conducted himself properly over here, has not done a real good
job, is not going to help him within his own department.
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But there are problems where the agencies’ own ideas on a given
policy conflict with those of the State Department, so the tendency
of the employee or representative, I would think, would be to follow
the lead of his own department or agency. ]

In that particular situation this makes your problem a difficult one
in exercising proper managerial control.

Ambassador Rersciiauer. Yes. I seethe problem in theory. - But I
can only say in theory, because I cannot remember any example of
anything like that. You are assuming that one of these boxes repre-
sents a group in Washington that now has a very different policy.

Senator Jackson. I think what it gets down to is that Ambassador
Reischauer’s leadership has heen such, and his attitude toward his
people has been such, that the ordinary or normal technical and legal
problems that might appear have not appeared because of the way he
has handled things.

Professor Exeerrg. That is exactly the point, Senator Jackson.

Ambassador Reiscaavurr. 1 have never felt any distinction between
the people that belong in these boxes and the people that belong in our
own boxes here.

Senator Jackson. That is perhaps just the reason why it works.

Professor InoBERe. We have been talking about staffing, and here is
ant almost perfect example of what we would have State set up in
areas in terms of personality and control and getting results.

And when you start looking at the boxes and the legal type of thing,
you say, “Well, the ambassador doesn’t have any real control over this,
but it works because of the type of stafling that has been done.”

That is the point I was interested in bringing out.

Senator Jackson. I think itisa very good point.

Ambassador Rerscrxaver, Of course, we could have a much more
serious problem with the U.S. forces in Japan, where there is no even
theoretical subordination there. If we had a real divergence of
opinion there, I think we would be in real trouble.

We have avoided any feuds, and we have fortunately seen things
the same way. In getting a new man, if it turns out he has very
divergent views from myself, then I think we would have a real prob-
lem of coordination there, at which point I think the only possible
solution is a reference back to Washington, and Washington would
have to decide to change one or the other 1n that case.

Senator Jacrson. Yes.

Incidentally, is there any interchange on appointments of that im-
portance, which involves not just the ordinary military command re-
quirement? Are there consultations with State in this respect ?

Ambassador Rerscaauer. Not that 1 am aware of in this regard.
I ljust hear of the fact that General Preston has taken General Smart’s
place.
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Senator JAcksoN. As you may know, under the stimulus of hearings
before the predecessor to this subcommittee, a State-Defense exchange
program was started. We encouraged this several years ago—a pro-
gram between State and Defense, wherein officers from DOD go over
fo work in State, and vice versa. And we have tried to impress upon
both departments the importance of this and other coordinating efforts.

I just wondered: In a case like this, it seems to me that the pri-
mary job of an officer going out there is to have a full comprehension
of diplomatic and political problems.

Ambassador Rerscaavrr. They have tried to cooperate in the fol-
lowing way. I think they have chosen the man without consultation
with us, but General LeMay was out when this was announced, and
I said to him, “Can’t you get your new man here in plenty of time for
this overlap with General %mart 9

Senator JacksoN. Is this an Air Force job?

Ambagsador Rmscrraver. It is an Air Force job, because the chief
job there is Air Force. The commander of the Fifth Force is con-
currently commander of the U.S. forces in Japan.

Senator Jackson. They have a large naval establishment ?

Ambassador RurscHaUER. It is, but it has somehow been made an
Alr Force thing.

I said to LeMay, “Can’t we have a big overlap there?”’ And he said,
“Yes; we will see General Preston comes out there,” because I wanted
him to observe Smart and the attitudes he has taken and the contacts
he has made. I thought it would be very helpful to him to get the
thing off in the right way.

Senator JacksoN. We might close on this question: In your fine
book, Wanted : An Asian Policy, you state:

‘Why surrender the offensive to communism? The defensive can never win in
:Ef\sia; only the offensive can, and, by all that we believe in, it rightly belongs
0 US.

Do you think that we are making any progress in this direction?

Ambassador Rerscaaver. I think we could be more on the offensive
than we are in many places. I certainly have tried to take tho
offensive in Japan.

I spend most of my time—it is a strange attack T am malking, but
T am making an attack on classical Marxism. That is our real enemy
there. And I never miss an opportunity to take a dig at it, although
the word is never mentioned.

But it is, “Let’s talk of a new view of history.”
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The whole thing is, “You know, these are the guys that are really
out of date, and we are the wave of the future,” and this kind of thing.

So I am continually on the offensive, and they recognize it as such.
They always refer to it as the “Kennedy-Reischauer offensive.” I
am very flattered to be hyphenated there.

Professor Turrs. What about in Asia generally ?

Ambassador Rmrscraver. Well, 1 still think in many places we
too much give ourselves the image of defense rather than the offense
In the sense of establishing prosperity, freedom for people, and even-
tually democracy, rather than just sitting back and trying to hold
off the other people, who are on the offensive.

It is more a frame of mind for yourself, often, but I think the whole
country sometimes has this difficulty.

When you look at America from abroad, you keep wondering why
Americans are so worried and pessimistic. Ask any Japanese what
has happened in the last few years, and he will say, “We are making
terrific progress as opposed to the other side.”

Senator I’eLr. Along the lines of that same thought, I was wonder-
ing what the Ambassador’s reaction is to the term “counterinsurgency,”
which to me is an unfortunate term, because our Nation was born in
insurgency, and we encourage insurgency of the right kind.

Ambassador Ruiscizauzr. I have not thought in terms of that par-
ticular thing, but that is a good example of the way we approach
this problem.

Senator Jackson. On behalf of the committee, Mr. Ambassador,
I certainly want to express to you our appreciation for your fine state-
ment, and the helpful counsel and advice you have given us. We
are very grateful.

Thank you very much.

(Whereupon, at 10:30 a.m., the subcommittee adjourned, subject
to call of the Chair.)
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Exnieir 3

Personnel strength summary, 1952-63, American Embassy and affiliated agencies, Tokya, Japan

[Figures as of June 30 each year]
I. COUNTRY SUMMARY

1963 1962 1961 1960 1959 1958
American| Local |American| Local |American| Local merican| Local, |American| Local |American| Local
State (all programs) . 213 304 217 315 214 322 219 318 218 313 209 305
USIS. 46 321 41 327 337 47 350 48 355 359
______ 6 19 17 11 22 29 32 29 35 32 34
Affiliated a 83 63 .52 72 47 64 44 58 45 57 46
Military attachés_ ‘ 37 21 41 22 46 21 43 21 40 19 40 18
MAAG/Japan__________ 167 165 148 165 196 200 210 203 231 199 244 186
Atomie Bomb Casualty Commission 38 890 44 938 40 948 49 954 48 895 48 827
Grand totgl 590 1,783 569 1,836 625 1,897 661 1,922 672 1,861 679 1,775
1957 1956 1955 1954 1953 1952
American| Local |American| Local |American| Local |American| Local |American| Local |American| Local
State Gl progi'ams)-___ e 209 320 205 277 233 358 196 313
SIS.. STl - 48 305 46 293 82 361 52 417
AID, y 21 22 I -
Affiliated agenmes 60 40 45 14 41 16 1 0
Military-aitachés- a7 £ KRR 1 . T [ S N -44-|- -
MAAG/(Japan_ SNSRI IS I I, -
Atomic Bomb Ca 52 11 I NSRS SNCISA KNI IR R N
Grand total. 427 1,432 334 598 400 | 748 249 730
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WEDNESDAY, SEPTEMBER 18, 1963
U.S. SENATE,

SUBCOMMITTEE ON NATIONAL SECURITY
STAFFING AND OPERATIONS,
CoMMITTEE ON GOVERNMENT OPERATIONS,
‘ Washington, D.C.

[This hearing was held in executive session and subsequently ordered made
public by the chairman of the committee.]

The subcommittee met at 9 a.m., pursuant to notice, in room 3112,
New Senate Office Building, Senator Henry M. Jackson (chairman of
the subcommittee) presiding.

Present: Senators Jackson, Pell, and Miller.

Staff members present : Dorothy Fosdick, staff director; Richard S.
Page, research assistant; Judith J. Spahr, chief clerk; and Laurel A.
Engberg, minority consultant. '

OPENING STATEMENT OF THE CHAIRMAN

Senator Jackson. The committee will come to order.

The- subcommittee continues today its hearings on the role of our
ambassadors and the missions they head in countries abroad. This
subject constitutes one part of the subcommittee’s nonpartisan study
into questions of national security administration. a '

Recent ‘events, particularly in South Vietnam, have underlined the
growing complexity of coordination of U.S. policies at home and in
the field, as the instruments of national policy have multiplied.

Our witness today has had a long and quite extraordinary experi-
ence in the development of U.S. foreign policy both in Washington
and abroad. We are indeed fortunate to have with us the Honorable
David K. E. Bruce, Ambassador of the United States to Great Britain.

His record of puzblic service goes back more than three decades when
he became vice consul in the U.S. Foreign Service in Rome. Ambassa-
dor Bruce has served in the U.S. Army in World War I and World
War IT performing notable work with the Office of Strategic Services
from 1941 to 1945. He has been awarded military decorations by the
United States and by six other countries.

His national service has included not only distinguished work
abroad, but important duty at the top level of the State Department.
He was Chief of the Economic Cooperation Administration to France,
1948-49; Ambassador to France, 1949-52; Under Secretary of State,
1952-53; American representative to the European High Authority
for Coal and Steel, 1953-54; and Ambassador to the Federal Republic

233
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of Germany, 1957-59. e was appointed Ambassador to Great Britain
in 1961.

In addition to his outstanding public service he was in private
business for more than 12 years in banking and in commercial
activities.

It is a real honor to have Ambassador Bruce with us this morning.

Mr. Ambassador, I know you have a prepared statement and if there
is no objection we shall include it in the record at this point.

STATEMENT OF HON. DAVID K. E. BRUCE, AMBASSADOR TO GREAT
BRITAIN

Ambassador Bruce. A wide range of T.S. Government agencies
have representatives in Great Britain. The State Department has its
own units—the Embassy in London and eight consulates in other cities.
Attached to and forming integral parts of the Embassy, but at the
same time responsible to their own departments, are representatives of
the U.S. Information Service, the Agency for International Develop-
ment, the Department of Agriculture, the Department of Commerce
(including the Maritime Administration and the 17.S. Travel Service),
the Atomic Energy Commission, the Department of Justice, the
Treasury Department (and Coast Guard), the National Institutes of
Health, the Public Health Service, the Federal Aviation Agency, the
Central Intelligence Agency, the three military services, and other
branches or commands under the Department of Defense. Many of
these have subunits which carry out activities apart from and not
directly related to the work of the Kmbassy, though the Embassy
renders them administrative support.

In addition to the above, there are a score cr more other units, var-
iously located and carrying out activities, under their separate in-
structions from other headquarters, which may have little to do with
the Embassy. Many of them are military. 'Their activities cover a
disparate range of matters, such as standardization of military equip-
ment, allocation of radio frequencies, or exchange of scientific research
information. Some of their work is regional, i.e., outside as well as
within Great Britain,

Finally, there are the military commands: CINCNELM/
CINCNAVETUR, Third Air Force, and Seventh Air Division. Their
headquarters ave in or near London. The Navy has several base and
communications facilities and the Air Force has some twenty operat-
ing base and supporting facilities; these are located throughout the
country. :

This is a varieaated official 1.8, oversea revresentation. Tt employs
a large number of people. At the present time, these total, ronghly.
as follows:

Amerlean British
All except military units outside the Londonarea. ____________________. . .___ 3,900 1,900
Military unitsoutside London_.__ _______ T 28, 200 4,700
Ota e P 32, 100 6, 600
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Dependents of these employees total about twice the same numbers
again. ' S

The activities of most of these representatives are in some degree re-
lated to U.S. national security. The military commands and their
subordinate units of course have their defined responsibilities and au-
thority under their own higher headquarters. For the remainder, the
primacy of the Ambassador and his responsibility to coordinate, super-
vise, and support all U.S. Government activities in Great Britain are
recognized. This recognition exists on the part of both the U.S.
representatives and the British or other people with whom they deal.
I believe it can be fairly said that, so far as the conduct of a satisfac-
tory overall relationship with the British Government and nation is
concerned, this multifarious U.S. Government representation has not
been detrimental.

It could not be correctly said, however, that all U.S. representatives
here form a close-knit country team, functioning under the close direc-
tion of the Ambassador. I would limit the definition of the country
team to units, indicated in the first paragraph above, which are sub-
stantively integrated in to the Embassy. This includes the Military
Assistance Advisory Group and certain special security detachments.
Effectively, this team comprises my whole staff and carries out the
Embassy’s work under the direction of myself and my assistants.
Supervision and coordination of the total effort is accomplished by
continuous contact of the members concerned with the work and by
participation in general staff meetings, rather than by formal organi-
zation of a smaller “country team.” Ad hoc working groups may be
set up as required for specific projects.

At the same time, of course, the members of the team who are as-
signed by and receive direct instructions from agencies other than the
State Department have their responsibilities and loyalties to those
agencies. They are dependent upon those agencies for support, not
the least of which is budgetary. Obviously, this fact imposes some
limitations on the Ambassador’s freedom to direct their activities and
creates possibilities for working at cross purposes. Obvious cases in
point are the MA AG, which is established by and receives orders from
the Joint Chiefs of Staff, with the line of command running through
commander in chief, Furope; or the Army, Navy, and Air Force
attachés, with, in Great Britain, their large staffs and manifold activi-
ties under Service orders.

I believe, nevertheless, that this team has functioned effectively and,
from my point of view, satisfactorily. It has assisted me in the dis-
charge of my responsibilities, and I have not considered myself ham-
pered by conflicts or any lack of authority. I would not suggest that
any more closely integrated organization be attempted at the mission,
unless it were to follow from closer integration of decision making and
instruction issuing in Washington. That, of course, is a different and
undoubtedly difficult problem, outside the scope of this statement. In
existing circumstances the Embassy in London seems to me fo be
reasonably well cquipped and organized to enable the Ambassador to
direct the overall conduct of the U.S. Government’s business in Great
Britain, in accordance with his instructions. ) .

T can only speak well, also, of the way in which the military com-
mands have endeavored to coordinate their actions with those of the
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Embassy, in the interest of overall relations between the United States
and Great Britain. Cases in point are various base-rights negotiation
and management, handling of base closures, or conduct of good-com-
munity-relations programs. Again, when there have been possibilities
of actions which might adversely affect overall relations, these have
been created primarily by lack of coordination of instructions issued
by higher headquarters. )

‘Whether all of the work of all of the U.S. Government agencies in
Great Britain is profitable would be for others to judge.

I think it might be interesting to list the categories of official U.S.
representatives in the United Kingdom, with especial attention to
those receiving administrative support from the Embassy.

The Embassy is composed as follows:

American| Local American| Local
State: Delense:

Program; Service attachés_ ... 7 21
London (executive, po- MAAG . e emeeeae 15 2

litical, economie, and Army speclal security de-
- _consular sections)_..__ 71 75 tachment_ .. _____________ |
Consulates in United [SXOES) 1 o S, 6 1

Kingdom__.__.____... 22 64 Miscellaneous DOD units .

Shared administration, to whom Embassy renders
London (31 of 48 Ameri- administrative support___ 170 103
eans are in. communieca- Joint research and reports_____. 68 %
tions unit) . o cocoomeeacaas 48 156 (| FBIS. . ccmcmcaconans - 3 1
FAA _____ - 5 1
T fecmaman Justice. _ 6 |oceneos
12 | _. NI ____. b2 FON
16 64 [ USPHS. .. 1 6

3 1 || Treasury: .
[ 9 Customs.. oo oemoeaes 2 2
L 3 P, Finanecial attaché_ ... _. 3 (R
Internal Reyenue Service.__ |- ) R
!15 Coast Guard. . cceeceae... ’ 3 1

5

Maritime Administration... 1 2 17 ) 560 519

In I.ondon, but not part of the Embassy, are two U.S. military com-
mands: CINCNELM/CINCUSNAVEUR, with 649 American and
278 British personnel, and Third Air Force Headquarters, with 2,419
American and 1,069 local personnel. Additionally, there are some 300
American and 80 local personnel assigned to Department of Defense
units in the London area which are not part of the aforementioned
Navy and Air Force headquarters and are not administratively con-
nected with the Embassy.

In the United Kingdom outside London the Air Force has some
27,500 American and 4,400 local personnel ; the Army some 50 Ameri-
can personnel; the Navy some 700 American and 225 local personnel ;
and a U.S. civilian agency about 50 American and 50 local employees.

All'in all, therefore, the U.S. Government has in the United King-
dom more than 32,000 American and 6,500 local personnel, most of
whom work for the Department of Defense. All figures exclude de-
pendents.

Senator JacksoN. Thank you for your statement, Mr. Ambassador.
Possibly you may have some additional comments that you would like
to make in connection with our study, before we start the questions.

Ambassador Bruce. Thank you, Senator. T have read most of
the transeripts of hearings which you have conducted in this study.
I think in the case of the United Kingdom that we are rather free of
any problem of a country team nature. Coordination there for one
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reason or another is quite easy to achieve because we have no func-
tioning AID program and no MAAG. The number of MAAG officers
is to be drastically reduced next year. I think my principal problem,
looking at it from the standpoint of an ambassador, is not to achieve
coordination—that has worked out well—but to study and possibly to
suggest how personnel of the different agencies of the American Gov-
ernment, which are represented in London might be, if I may say so,
reduced somewhat in number. .

We have in the Embassy building between 750 and 800 people. Of
those, about 23 percent are State Department personnel in the sense ;
that they are directly on the State Department rolls. : ’

Numbered amongst them, for example, as my statement shows, are
the communications personnel, in the administrative section, which is
the largest of all of our sections in the Embassy. o

In the section called Shared Administration, which means the sup-
port on a reimbursable basis given by State to the other agencies in ;
the London Embassy, there are 48 Americans and 156 local employees. '
Thirty-one of these 48 Americans are in the Communications Unit.

I am not in a position to form a judgment in respect to overstaffing,

- except as regards State Department personnel. The various depart-
ments and agencies in Washington which have representation in T.on-
don have to determine what their necessities are. '

I would make the general observation from my experience in the
Department of Commerce and later in the Department of State in
Washington that the requirements which are placed on the field by way
of questionnaires sent to the field are usually in excess of any real or
legitimate demand of end users. Co

Tt is very easy to write a list of what you want reports on, and send
it to everybody in the field. Then the flow of reports starts-in. I
think it is common to all Government departments to make those lists
rather more inclusive than is necessary, and this in turn breeds the
necessity for having a large number of personnel abroad. - '

As I say, I don’t think anybody representing one agency is in a
position to pass on the necessities of another, but I have the general
impression that all through government, in the legislative branch as
well as the executive branch, there is a good deal of demand for infor-
mation to satisfy very often the particular curiosity of individuals in
rather specialized fields. ‘

THow far all that is necessary, as I say, is difficult to determine.

T know in those few cases where I have tried to make a personal
investigation of personnel, and I am not now speaking of the United
Kingdom, you run into the difficulty of finding it quite easy to justify
the necessity of having everybody who works for you. To achieve
a balanced judgment as to what is essential and what is nonessential in
the way of personnel is as difficult a task as T know of. ‘ :

I am inclined to believe, however, that the judgment cannot be
made effectively by the sponsoring agency. For example, when you
send out your own inspector general, it is not a question of bias, but
the fairest man in the world, I think, is going to be more lenient about
the number of people whom he thinks his department must have sta-
tioned abroad or at home, than would be an impartial person or
possibly a committee reporting to a department other than his own.
T have no suggestions to make as to how this should be done. Tt is
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not a good thing to have people scurrying around and interfering with
the operations of any agency, whether domestic or foreign. But I
think that much of the growth which has taken place, certainly in our
agencies abroad, has been inspired by the demands of the moment.
After the necessity—if there has been one—has passed, the tendency
is for the personnel to remain.

I want to say another thing with special reference to the State De-
partment. The problem of interagency agreement is to my mind the
most difficult of all to resolve. Obviously, when you come to the
conduct of foreign affairs, where at least in theory the State Depart-
ment has preeminence, it is perfectly unreal to say that State has a
monopoly on the conduct of foreign affairs, because so many other .
departments of government have a direct interest in it.

But the assertion of the leadership of State, I think, is of great
importance, and T take it, it is recognized by the other departments of
government. But when you come to implement it you get into what
I call the interagency problem. !

One finds almost invariably that interagency committees are domi- |
nated by one, two, or possibly three people. But then you have this
horde of others who come along to be present in case there is an
emergency, or to answer questions that their superiors cannot answer,
and they sit in serried ranks all around the roora. If you want to see
anybody in Defense or State, or any other department T know of, they
seem to be perpetually off in committee meetings.

I know, from the standpoint of service abroad, that there is a tend-
ency in any embassy to have meetings with great frequency and at
regular times, rather than what T would call ad hoc meetings for a
specific need.

Speaking of the State Department at home or abroad, the real
nroblem, T think, is the proper use of personnel rather than its pro-
liferation. T believe this also applies to other departments of !
government,

I have the notion that something might be done. T know a great
many people have addressed themselves to this problem—trying to cut
down the number of interagency committees and also the number of
people on each such committee. 'This is not something which the
legislative branch would want to become directly involved in. But
I think it is one of the prime factors accounting for such overstaffing
as exists whether at home or abroad.

Senator, T will be happy to respond to any questions which occur
to von.

Senator Jackson. Very good. Following up on your comments
on overstafling, you have served as Ambassador in the three major
countries—France, Germany, and Great Britain—would you say that
the fact that an ambassador does not have control over the budget, of
the individual agencies to be coordinated, and does not have control
over promotions, makes it difficult for an ambassador to deal, for
example, with the problem of overstaffing ?

Ambassador Broce. T have not encountered that myself for the
simple reason that in London we do not have a large number of people
exercising power and influence coming from another agency. If you
look at the figures on Defense representation, of course, they are very
large—the units that are out in the country as well as those that are
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stationed in London. But the majority of those people are engaged
in operational work. ' :

I can imagine in countries where you have a large ATD mission and
where the amounts of money expended by it are far greater than by
any other U.S. governmental source, that unless the ambassador asserts
his authority he is going to lose control of the situation.

I sawit happen in the Marshall plan. There isno question whatever
that in the early days of the Marshall plan those that headed the
Marshall plan missions which were under the aegis of an embassy—
and the head of the mission was second in rank to the ambassador him-
self—had in most instances more authority than the ambassador.  But
that was a transient affair which was quite natural. The fact that
somebody had the authority to report to Washington that he was
recommending the expenditure of a huge sum in American dollars, in
a certain way, in that country meant the officials of that country were
going to look to him rather than to the ambassador.

In my own experience, in recent years, those questions have not come
up. AsIsay,in London, there isno AID program, there is no MAAG
program, except a liquidating one, and I have had no difficulty what-
ever with any element in my embassy. Nor do I anticipate any, and
the fact that they have separate budgets, in fact separate communica-
tions, doesn’t make any difference. They are extremely good in keep-
ing me informed of anything of a policy nature. As regards their
individual operations these are really not of interest to the State De-
partment, nor is there any reason why an ambassador should be ap-
prised of the details of them, because they are operational in a fairly
Narrow sense.

Senator Jackson. Let us look for a moment at the relationship be-
tween Defense and State and the problems of coordination of de?ense
and foreign policy. Based on your long experience, do you feel that
most of this coordination should be done here in Washington or should
it be a combination of coordination at the top in Washington and in
the field ¢

Ambassador Bruce. T do not think, Senator, there is any difficulty
or any need for extension of the authority of the ambassador in that
respect in the field. The problem is really a Washington ove. It 18
a matter of coordination between departments and agencies here at
home, where power resides.

An ambassador who does not control his own embassy and all ele-
ments in it ought to be fired, because you are dealing with people of
oood will and, except in extraordinary ecircumstances, I cannot
imagine a dispute arising where even if there were a difference in prin-
ciple it could not readily be resolved within the embassy.

There might be an extraordinary case where each party to the dis-
pute should be allowed to report back to Washington and where you
needed a reconciliation or a compromise at the highest level. But
the chief trouble is in Washington itself, and it is an extraordinarily
difficult thing to handle, I would imagine, because the Defense De-
partment from its standpoint has a legitimate interest in a great many
things which are tinged, however, with political implications.

I will give you an example.

Suppose one decides to liquidate bases in a foreign country. That
is a matter which requires primarily a military judgment. But it is
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necessary, and certainly advisable, that the representatives of the
United States in that country inform the local authorities as long as
possible in advance of the intention to do so because you get into ques-
tions of displacement of local employees and whole communities are
affected. I think the style of how it is done—the manner in which
it is done—can be as important as the substance. Nobody is.going to
say to the U.S. Government, “You have got to keep so many locals em-
ployed because it is important to our community.” DBut the way in
which you present the fact that they are going to cease to be employed
has great importance to everyone, whether they are representing that
community politically, or whether they are in the grocery business
or something else. Time must be given to everyone to readjust them-
selves. :

Senator Jackson. That has some earmarks of what Congressmen
and Senators run into within the United States .

Ambassador Brucr. Yes. ‘ :

Senator Jackson. In connection with bases and facilities.

Ambassador Bruce. That is right. o

Senator JacksoN. You have given this as a good example of the
need to have an ambassador adequately informed in advance of a prob-
lem so that it can be dealt with properly and without embarrassment
with the government concerned ? T

Ambassador Bruce. Yes.

Senator Jackson. Your point is that how you handle a matter like
this is of great importance. It can be done the right way or the
wrong way. It is not helpful when a foreign government first learns
about a matter like this from the radio or the newspaper. -

Ambassador Bruce. In my own case, I may say that I have been
advised on matters like this by Defense considerably in advance, and
given plenty of time in which to advise the British Government that
certain dispositions are going to be made in regard to military installa-
tions in the United Kingdom. ButI know from some of my colleagues
that this has been a vexatious problem in other places. =

There again, I speak of it because the coordination in that, respect
must be done in Washington. For example, the Department of De-
fense may decide to close a base. Defense should work with State on
this, and sufficient time should be given so that the people on the
ground, and by that I mean the host government as well ag the U.S.
representatives there, are fully aware that this is going to entail com-
plications, and that they better make the best possible explanation in
regard to it. S

Senator JacksoN. I was interested in your comments about the com-
munications problem and the number of inquiries to be answered by
an embassy. :

We have had a number of witnesses in our study who have em-
phasized the flood of paper, the volume of telegrams, and the quantity
of reports that are exchanged between the embassies and Washington.
This situation occurs even in countries with which we have no really
basic problems. :

I wonder if you would care to comment further on this and give us
any suggestions for corrective measures. . o

Ambassador Broce. T am of the opinion that a large number of
communications from a field post to headquarters in Washington
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should be handled either by letter or by airgram, and that telegrams
should be reserved for really urgent cases.

Urgent cases will come up in tremendous numbers in any event.
For example, there has been a great increase this year in the number
of immigrant and nonimmigrant visas issued by our consuls in Great
Britain. Many of them require telegraphic communications. But
that is not the sort of communication which clutters up the wires. It
is the long piece, it is the repetition of what has appeared in news-
papers that I think should be more carefully scrutinized.

We get strict admonitions from Washington to cut down on tele-
graphic traffic. In a sense we have been successful, but I think there
should be a greater resort to slower methods of communication—Iet-
ters which today ave delivered for the most part by air post, and
airgrams.

But the real problem is the number of inquiries which are addressed
to the field at random, and often on a wholesale basis.

As T indicated previously, the end user of these inquiries is often an
official in our Government who is intensely interested in a particular

hase of activity in the foreign country. Ilis desire for information
18 in his own mind urgent, and he will sit down and send off a tele-
gram saying the Department of State requires, on an immediate basis,
a report on such-and-such a matter.

When I first arrived as a vice consul in Rome many years ago, I
remember getting the job of handling a request from the Department
of Commerce to make a comprehensive survey of the market for cor-
sets in Ttaly.

The market for corsets in those days was practically nonexistent.
They had contraptions of their own which seemed to meet everyone’s
needs. But that particular request was addressed to every American
diplomatic and consular post around the world.

How many men like myself sat down and wrote silly reports on the
demand for American corsets, I dread to think.

One little bit of carelessness like saying: “We want a report,” and
hundreds of man-hours are consumed in the process of responding.

Suppose an official says, we want a report on all railroad traffic
moving east of a given line. It is hard to imagine how many reports
are going to come in as a result of that request and how repetitive
they are going to be.

So much of State Department interchange is raw material, which
requires evaluation, and this means staff in Washington to evaluate

1t.

How gou determine what needs to be reported and what does not
need to be reported is a task which has to be handled, I think, within
a department itself.

With the growth of traffic between countries and increasing popula-
tion, I see no way to control the flood of paper except from the stand-
point of requirements. The essential has to be separated from the
nonessential; for example, reports should not be asked for on things
which substantively have little importance. In other words, require-
ments ought to be sereened down as far as it is possible to screen them.
Those matters which are urgent should be the subject of urgent com-
munications, and those things which are relatively unimportant
should be transmitted as far as possible by mail or by airgrams.
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The State Department has made a determined effort, I know in my
own case, to reduce the amount of telegraphic traflic and we have made
some progress in that direction. But the number of inquiries that
come in increases all the time, and I dare say will continue to do so.

The rise in travel abroad of our own compatriots is partly respon-
sible for this. ) ]

Speaking only of the State Department now, if there is any virtue
in the reporting which is done from the Embassy in London, it resides
in those program divisions within the Embassy which are concerned
with political and economic and consular functions.

Tn T.ondon we have 71 Americans and 75 locals in the executive, -
political, economie, and consular sections. Prior to the last war [
think that T could have run the Embassy with those individuals, with
proper administrative support. And the administrative support
would have been far smaller than it now is, because the mbassy did
not then include, as it now does, something like 40 units of other
Government. agencies.

I could not say that the National Institutes of Health, Federal
Aviation Agency, Atomic Energy Commission, or Department of
Justice should not have representatives in London, because T think
most of them should. But T am absolutely unable to pass on the
question of how many representatives they should have. T would
not be able to make the study necessary to determine this, because the
requirements placed on'them by their superiors in Washington deter-
mine the workload. )

Asregards our own State Department program there, in my opinion
the number engaged on it is not sufficient, and this is not a popular
thing for me to say around the Department because they are always
trying to subtract one officer or another to send him to Africa or seme-
where or another where they don’t have enough money.

We had to add two consular officers hecause of the {remendous rise
in the visa, welfare, and other work that comes up in the consular
section, And suppose, say, I have nire political officers, practically
always one is on leave, one is ill, or one has been assioned somewhera
clse on temporary duty.  Temporary duty has a nasty habit of stretch-
ing itself out: I had one man who was away from London for 5
months hecause he was one of the best experts in the Department on
Middle Instern affairs, and he had to concern himself with affairs
in that area. We frequently send somebody down from the economic
section to spend months in Geneva. T approve of that because I think
the use of experts is important. From the standpoint of an embassy,
however, the subtraction of a single political officer from those on
the rolls does strip you down to a lower figure than is desirable. The
same applies to the economic gection. If an embassy had no cencern
with other T1.8. Government agencies, it could be run with no more
State Department American personnel proportionately than we have
at the Embassy in London.

When I gave the figures for the program staff in Tondon 1 was
mcluding the clerical emiployees. As regards oflicers, they constitute
less than 10 percent of the people who are using the Fmbassy building.

Senator Mrurer. May I ask a question on that point?

Senator Jackson. Senator Miller? ‘
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Senator Mirrrr. When you say “an American embassy,” do you
mean an American embassy in Great Britain or any embassy? '

Ambassador Bruce. An American embassy in Great Britain, be-
cause I take that as an example that would not. be apposite in troubled
areas like Vietnam, or the Congo. In Great Britain the relationghip
between governments is amicable and it is comparatively easy to trans-
act business. You do not have the problem of interpreters and
dealing with difficult foreign languages. : C :

Senator Mirrar. Would you also say in the cases of much smaller
countries where our intercsts arc much less widespread that there
would be a corresponding lower requirement, for personnel? I expect
you would not want us to infer that what you had to say would mean
that in any American embassy in practically any country throughout
the world the number of 71 would be a sort of target?

Ambassador Brucr. Oh, no. I was using that only as an example.
Because you may have in London 12 political officers, 1t does not follow
that one should not have more than that, say, in Germany, Paris, or
Ttaly. It would depend on the situation in the country.

Senator Murme. Or less than that? :

Ambassador Bruck. For example, you would not need as many over-
all, especially on administration, if you did not have all of the other
agencies in Britain at the present time.

Senator Mrrrer. I am not saying that it would have much effect,
but are you not affected by the number of U.S. Governmerit people in
Britain representing the various agencies? There are .things that
come up constantly which involve the Timbassy. B
" Ambassador Bruct. Yes; but I don’t think that would affect what
T call the number of program officers. It would affect administration,
of course, sharply. It has a large influence on the communications
branch of administration. ,

Senator Mirer. Well, what T had in mind is that the growth of
agencies within the country team operation has been substantial since
World War IT and this involves more and more of the ambassador’s
time and does involve some people, I would think, as compared with
tho situation prior to World War IL o

Ambassador Broce, Yes; it does. It does necessitate a great deal of
added work on the part of the staff and applies especially to the
ambassador’s own office.

Senator Jackson. When we have a good ambassador and a good
embassy staff, it has been my personal view that they could be a very
vital part of our policy planning. When an ambassador is in a coun-
try as important as Great Britain, he has an opportunity to translate
his day-to-day experience into what the direction should be for the
future. ‘

I think we can agree that the operator can be the best planner. I
wonder if this is not something we should capitalize on, and possibly
you would have some comments.

Ambassador Bruce. Well, in the last analysis, any important policy
which represents the overall interests of the American Government—

in this case, the exccutive branch—is going to be decided ultimately

at home.
The role of an ambassador, if he is competent, and if it is to be 'n

useful one, would consist in advising’ those who finally are going to
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form the policy as to his views on the subject derived from experience
in the country to which the policy is going to be applied.

There are lots of fellows that I have seen who, whether they are
flushed with the enthusiasm of youth or the arrogance of age or what-
ever it may be, go to a foreign post—particularly for the first time—
and think that they are policymakers. This is especially true if they
are not familiar with the intricacies of bureaucratic government.

The most useful thing that an ambassador can do—certainly in the
beginning—is to carry out faithfully and loyally his instructions and
not to go freewheeling all over the place, and to confine his observa-
tions on what he thinks is wrong about policies which are about to be
implemented or in the course of being carried out, to his own
department.

The clutter of speeches which are made by all sorts of representa-
tives of different agencies of our Government, whether at home or
abroad, is sometimes extremely disruptive.

To get back to what you originally asked me, I think the role of
an ambassador, if he understands conditions in a foreign country, is
to advise his own department and not to display a desire to make
policy in the field, because considerations enter into the policy that
he would not know anything about.

Senator JacksoN. When a country policy paper is worked out, this
is done by the State Department working with the ambassador to the
country concerned ?

Ambassador Bruce. Oh, yes.

Senator Jackson. Drawing on your rich experience over the years
in the Foreign Service, do you find that this relationship has improved
and that the ambassador is playing a more iraportant part in the
formulation of the country paper?

Ambassador Bruce. Yes; T think the issuance of the Presidential
order which gives the ambassador authority over the other agencies
of the Government, making him responsible for them, has brought
that under control and has been extremely helpful.

fSena’c;zor Jackson. You are referring to President Kennedy’s letter
of 1961¢

Ambassador Bruce. Yes; and a previous Executive Order from
President Eisenhower.

Senator Jackson. Your point is that once the country policy paper
is worked out the ambassador can play a very important role in mon-
itoring its implementation, and in offering ‘critical comment to the
department when such is in order-——

Ambassador Bruce. That is correct, sir.

Senator Jackson. ——-to give continuing advice to the Department,
based on his day-to-day operating experience in the field ?

Ambassador Brucr. That is right, Senator.

Senator Jackson. Senator Miller?

Senator Mirrer. Thank you, Mr. Chairman. Mr. Ambassador, T
want to tell you how much I appreciate the opportunity to hear these
very knowledgeable words from you. T particularly like your state-
ment that management is a much better approach to some of these
problems than proliferation of personnel.

T appreciate your approach with respect to management being di-
rected at the embassy level, but T am just wondering if you do not
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have some ideas about the management side with respect to the head-
quarters itself here in Washington ¢

It seems to me that I detected from what you had to say about
telegrams and requests for information that perhaps the management
problem is not all at the embassy level, but might be equally or even
greater at the headquarters level here in Washington. .

Is that so?

Ambassador Bruce. I think it is true. The requirements are stated
in Washington.

The primary duty of an embassy and the diplomatic officers in the
old days was to negotiate and also to report. The reporting still is
an essential function, although I must say that particularly in some
of the larger capitals where some of our own newspapers have allowed
their correspondents to remain for years, they are better informed on
general conditions in the country than any embassy officer could be
who is there on a temporary basis.

I think one of the great handicaps in reporting is the fact that in
the majority of instances our people probably do not stay long enough.

For example, in three capitals I have known three representatives
of the New York Times, each of whom has served in that capital for
10 years or longer. They had access to everyone.

Iimbassy representatives have the asset of sources of information,
some of which are not available to newspaper correspondents, and
therefore reporting from an embassy standpoint is essential.

However, I would regard it as secondary to the negotiations which
are almost endless. Take, for example, some affair involving civil
aviation. The discussions never scem to terminate. Year after year
you are engaged in negotiations. There is no substitute for them.

From the standpoint of substantive State Department work, I think
I have an embassy in London that is understaffed. I am talking about
program work. It is only by the expenditure of unceasing effort and
energy that one keeps abreast of a lot of this work. This s now true
particularly in our consular section. I think it applies to our economic
and political sections. I believe, without complaining about it, it
applies to me personally and to people in my immediate entourage.
T feel we could do better work had we a few more people in certain
categories.

But the demands made by your headquarters determine the amount
of work which you have to do. If the demands are fairly over-
whelming you will not get the sort of voluntary reports, those which
spring almost from the personal predilection or desire of somebody
to investigate something Which may be of importance to policy. They
just do not get around to it. i

Tt is like your own duties here, You are so preoccupied with mat-
ters which are urgent and pressing that how you ever have time to
go off and, for example, prepare speeches is a mystery to everybody,
including yourselves. We have that all through government, and the
answer to 1t is not to keep building up staffs. The answer is to reduce
the requirements, and as I say, I think that can only be done in Wash-
ington.

%enator Mitrrr. In connmection with requirements that come from
some other agency, like the Commerce Department to which you
alluded, do those come directly from the agency to the embassy? Or
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is there a requirement for coordination with the State Department to
enable the State Department, for example, to determine whether or
not they might have the information on board right here in our own
headquarters in Washington—which I understand has happened on
occasion—or at least to enable someone in the State Department head-
quarters to determine the priority which should be given this job out
in the field?

Ambassador Bruce. Well, in the case of Commerce, that is fairly
simple, because as a result of an arrangement made years ago the Com-
merce Department’s requirements are channeled through the State
Department and two officers in the economic section of the Embassy
who are actually on State Department rolls.

That does not mean that those men, as in the case of Agriculture,
do not have their own operational contacts and communications with
their departments in Washington. This presents no difficulty becausc,
as I say, the communications are operational. I havenever had in any
post the slightest difficulty with representatives of Commerce or Agri-
culture or even Defense, in regard to any question of policy because
that all flows through the State Department and to the ambassador.

But the reconciliation needed betwcen different points of view at
home, for example, in the relationship between Defense and State, is
something over which an embassy has absolutely no control, and is
often completely unaware of. I do not get conflicting instructions
from one or more government departments. I don’t know what goes
on behind the scenes here at home in Washington. But I do know
from experience the enormous difficulty of getting an established
policy position which you can then represent as such to a foreign
government. .

Senator Micrer. One more question.

With respect to your suggestion that either some individual or

erhaps a committee approach be used to try to cope with this prob-

em of proliferation, I am wondering if you had in mind something
in the nature of an inspection team out of Washington, not staffed
entirely by the State Department, possibly containing membership
from some of the principal agencies or from the Bureau of the Budget,
or just what you had in mind.

T can see where you are venturing into an area which could encom-
pass not only the problem of proliferation out in the field but also
the problem of coordination and policy determination which you
just referred to in answer to my last question.

I don’t believe we have any centralized superagency, as such, unless
you go to the White House. We have the Burean of the Budget
which sometimes is turned to as a sort of a supercoordinating agency,
but I am not too sure that the Bureau of the Budget would want to
take on such a task, although they might welcome membership on the
inspection group.

Do we have need for something like this, perhaps a permanent ad
hoc committee on embassy staffing, a team of experts, or two or three
teams of experts who go out to the various embassies once a year,
or maybe once every other year, to give an analysis, let us say a
management analysis of the staff and the requirements?

Ambassador Bruce. I would hope, Senator, that there would not
be any new committee or team or anything else established in this re-
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speet. The personnel of the State Department stationed in London,
at least, and I imagine this applies to other missions abroad, is under
scrutiny at the present time and has been so for many years. AsI
say, some reductions have been made, and in my opinion have gone too
far. This is only a personal opinion. The Defense Department, I
understand, has all the data on hand and is giving urgent considera-
tion to the number of Defense personnel who are in the United King-
dom. Representation of other agencies, like the AINC and the Depart-
ment of Health, Education, and Welfare would have to be reviewed in
the first instance by their own departments. This has to be done in
Washington.

As time goes on, if there is a further proliferation of agencies, I
think they have got to be scrutinized one by one. Now, as I under-
stand it, in the case of an agency not already represented, let us say
in the Embassy in London, application must be made to the State De-
partment if they wish to send one or more.of such people to be sta-
tioned permanently there. -

This brings up the question whether or not the objectives desired by
a particular agency cannot be obtained by temporary rather than per-
manent agsignments. A permanent assignment almost always springs
from a temporary one. People go off, let us say to London, with the
expectation of being posted there for 6 months and then returning
home; years later they will still be there. ,

When you get to the coordination of basic policy, the coordination
of different points of view between departments of government who
have either a direct or peripheral interest in foreign policy, this can-
not be achieved in the field. It has to be done ianashington.

Senator Mruinr. Now, whom would you suggest would be the
proper person or agency or how would you suggest that this problem
be handled %

Ambassador Brucr. Coordination of policy? .

Senator Mmirr. Yes; coordination of policy, by more activity on
the part of, say, the National Security Counecil, or just what would
be the method that you would suggest to handle that problem?

Ambassador Bruce. First, T think the leadership of the State De-
partment in the direction of foreign policy—the Secretary of State
acting, of course, as the agent of the President—must. be recognized
by every department of government. Whether there is any lack of
such recognition at the present time I don’t know. This has been a
fruitful cause for contention at times in the past. )

Secondly, no matter how coordination is arrived at, it is the Secre-
tary of State who should finally speak for the Government to foreign
governments, except where the President carries on personal commu-
nication with the chiefs of government. ’

This raises the question, for example, of the nature of the delegations
that we send to conferences where negotiations are to be carried on
with, let us say, foreign ministers of other countries, o

Our delegations, I think, have almost invariably been larger in point
of numbers than those of anyone else. You find the “brief carrying
element” injected: In American delegation meetings you have the
Secretary of State, for example, surrounded with representatives from
several other agencies before he goes into a public or .even private
negotiation with foreigm ministers from other countries. Time after
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time I have heard somebody representing one of the agencies observe:
“T am sorry, Mr. Secretary, but I hope you will not say anything like
that until I get clearancelg‘o-m my headquarters in Washington.”

That sort of thing takes place not only on the eve, but between
sessions, of a conference where the Secretary of State simply cannot
wait, unless he is going to look like a dolt, to get advice from another
agency in Washington as to what he is able to say. I never have seen
this occur in the case of any other government. )

This is what I mean by coordination at home. There are certain
areas in which the Secretary of State has got to take the final re-
sponsibility even if he hasn’t obtained clearance from everybody else
concerned.

T am appalled and always have been by the volume of papers that
goes into briefing books for high officials. 1 am sitting on a selectlon
board at the moment, and as you read these fellows’ records, the amount
of talent in the Department of State is absolutely astonishing. For
example, the ability to draft a sensible paper on an obtuse subject is to
me a source of constant marvel. But no man would be capable of

ooing to a conference and absorbing the contents of these excellent
papers in a briefing book. They have got to be prepared because some
question might come up and you would have to refer to them.

T am only saying that, in an important conference, the Secretary of
State must be on his own, It must be recognized that he speaks for
the American Government on foreign affairs as the agent of the Presi-
dent. Mistakes may be made in that regard, but this thing of checks
and balances, I think, has been carried too far. It is bound to be
carried too far if you start from the bottom and staff something all
the way up through a series of committees, through layers of com-
mittees, until finally the decision has to be reached.

What we need in government are men and women able to make
decisions, and ready to make decisions. Occasionally mistakes will be
made, but we cannot have government by compromise, and that is my
chief objection to what I call the committee system when carried to
excess.

Senator MiLrer. Thank you very much.

Senator Jackson. Thank yon, Senator Miller. That is a very fine
comment, Mr. Ambassador. When there is committee layering and
when argument between conflicting views gets out of reasonable
‘;)ounds;,, it creates what Robert Lovett has so well termed the “foulup

actor.

You mentioned that there is some rule in effect now that when a
given department desires to send someone abroad on either temporary
or permanent assignment that the Department of State must first clear
1t.

Is this being handled in a rather perfunctory way or is a serious
review made within the Department of State as to the actual require-
ments for such people abroad ?
~ Ambassador Bruce. This sitnation has come up a great many times
in my own experience. The agency that requests an assignment,
whether temporary or permanent, first states to the State Department
that it would like to have such representation. The State Department
then asks the embassy affected its views on the subject. In most cases
you have to have, T think, almost a prima facie proof, if there is such
a thing, that such an agsignment is a necessary one, that the functions
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or the duties to be carried out by the officer whom it is proposed to
gend cannot be handled by existing staff, or handled on behalf of the
agency by another agency, usually in such event the State Department.
L have found no particular difficulty in that regard.

Where I do find difficulty is in the increase of existing staff repre-
senting other agencies. Ior example, if you have a growth of interest
in the scientific field, you will find that one science adviser in the opinion
of many people at home should be assisted by another, and then by
another, and another. I am not at all sure myself that that area of
our Government’s interest is adequately covered. I have excellent
scientific people in my own Embassy. I am not at all certain there
should not be more. I have not made up my mind on this because
we have not been asked to increase our scientific representation.

If T was asked on behalf of another established &Oepartment of gov-
ernment as to whether or not they should add personnel to their staff
at the London Embassy, I would in principle be reluctant to agree to
it and they would have to prove the case. In my opinion, it should
onlsy be finally determined as a State Department matter:

enator Jaorson. It seems to me we have to attack this problem
right at the source, and that is primarily right here in this city where
ideas are generated within all the agencies of government to send peo-
ple abroad. For instance, almost every agency lays claim at present to
some important field of science and it does not take long for some
enterprising expert in any given agency to figure out a program to
justify his going abroad to make a study. This problem can become
a, very difficult one unless it is handled right at the source, and that
is here in Washington. Would you agree with that

Ambassador Bruce. It has to be handled at the source, Senator.
Unless the personnel is to be attached to the Embassy staff, we would
have no prior knowledge whatever of the activity of, say, a group of
traveling experts. :

Senator Jackson. You have paid a very fine tribute to professionals
in the Foreign Service and the importance of professionalism. If
there is any merit to professionalism—and I believe there is—it is that
the first-rate professional acquires through education, training, and
above all experience, 8 competence in the forei%n policy field—a capac-
ity to exercise good judgment. I wonder if you have any further
comments in this regard? I have in mind occasions when wise pro-
fessional advice has been ignored, with, in my judgment, unfortunate
consequences.

Do you have some suggestions as to how these people can be better
utilized in the service?

Ambassador Bruoe. Well, I would like to make several reflections
on this.

First of all, the question of personnel assignment is, as everyone
knows, whether it be in a corporation or whether it be in a govern-
mental agency, a most difficult one. I am not familiar enough with
the personnel assignment system at present in the State Department to
venture to do more than gencralize about it. o

T think one of the troubles in the past has been that inevitably a man
who is a Foreign Service officer is a specialist, a specialist in a broad
sonse, but also usually a specialist in a particular sense. X

When I first went into the Foreign Service in 1925 the best Chinese
Janguage officer, according to reports, that they had ever had, had
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served in China for something like 15 years. I remember very dis-
tinctly his being transferred, so he could broaden his experience, and
assigned either to Honduras or Guatemala. It seemed to me a whim-
steal decision.

That is an unusual case, but I think there is a tendency in personnel
assignment to do what is called “broadening one’s experience.” And to
“broaden one’s experience” an assignment would be necessary in all of
the principal areas of the world sometime during one’s career,

Of course, there should be periodic returns to service in the State
Department in Washington.

As T said before, I do believe that the duration of assignments in
foreign countries is too short. You must have a familiarity acquired
by a considerable period of residence in a foreign country if you are
going to report accurately on what is occurring there.

In the case of the higher officers your ability to negotiate is enhanced
tremendously by some degree of familiarity—acquired over a con-
siderable period of time—with conditions prevailing in that country,
a familiarity which becomes recognized by foreign officials,

I have noticed, in previous testimony before this committee, mention
of the tremendous disparity between the length of service on the part
of our ambassadors, contrasted with the tours of duty of foreign
chiefs of mission in this Capital. I don’t think the latter is attribut-
able entirely to what somebody said, that residence here is very
pleasant and offers attractive possibilities and the rest of it. I think
1t is dictated by the policy of these governments who believe that if
they have a suceessful ambassador in Washington, he becomes more
useful to his government because of his length of residence here.

I am going to make ahother point now. It is probably a shocking
remark to make, but T believe that the State Department has always
been under-financed. Now, when I say under-financed, T am not
talking about the “salaries and expense” area, But when you think
of the small amount, percentagewise, which it costs to run the entire
State Department for a single year compared with the cost of a single
airplane carrier, I think we have been niggardly. It may be the fault
of presentation by the State Department for appropriations; I don’t
know, I have not read the testimony for many years. It may be because
the State Department does not have any constituency to say its work is
important, which isthe reason often quoted.

The question of whether or not you are going to have political
appointees as chiefs of missions, whether or not you are going to have
an entirely professional staff all the way up to chief of mission, 1s
something that can never be determined entirely in favor of the pro-
fessionals under existing circumstances, for the simple reason that
we do not have enough young people coming in at the bottom. And
that is a matter of money.

When we talk about career development, we are going to have to
enlarge the number that are selected on a prelirainary basis from the
applicants to the Foreign Service, and then weed them out when they
are young.

I have noticed in Great Britain that when men come into their serv-
ice, very often they will then go off for a year, whether to learn a
language or whether to learn about a country to which later they will
be assigned. They are almost on a probationary basis.
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We ought to bring more people in at the botton of our service.. I
think we have too few young entries. :

I don’t myself think you can fill every chief of mission post in the
Foreign Service at the present time with professionals. There are
just not enough to go around. This is contrary to the opinion of my
friend for whom I have a great respect and admiration, Ellis Briggs.

The aim should be eventually to have a service like the British and
like the French, where at least, theoretically, every position in every
grade in every foreign mission could be filled by a professional. But
the way to go about it is to increase the number of young people
coming in and then, as I say, to weed them out. And that is an
expenslve process. )

enator Jackson. Senator Pell? :

Senator Purr. Mr. Ambassador, it is a great pleasure to be with
you today.

One of the problems is keeping the able younger men in the Service.
I notice that both you and I got out after about 5 or 6 years in the
career service.

ITow do you think that the younger men can be kept in when one of
the basic traditions within the Service runs counter to a point you
made earlier, which was the importance of finding men who will take
responsibility ?

T wonder if you would agree with my thought that the way to get
promoted through the lower grades of the Service is to avoid mistakes,
which does not necessarily mean to take responsibility. . How does
one change this policy ¢

Ambassador Brucr. I think it is difficult because it depends very
much on the personality of the officer. On the other hand, the attrac-
tiveness of the Foreign Service, it seems to me, has progressively
increased. ‘ -

The scale of pay and allowances has improved over a period of years.
Obviously nobody is going to save any money in it, but that applies to
the whols of the civil service. And I would think the profession as a
profession is one which will continue to be exceedingly attractive.

How you get young men and women to take on responsibility is a
difficult question, but 1t applies almost to the same extent to people who
come in and start in any walk of life, in any profession, in any
business.

I do not think in the bureaucracy—I am talking now about the
State Department—that the younger men shirk responsibility in order
to make themselves safe any more than probably one does in any other
oceupation.

The difficulty, I think, is more whether this is a career which offers to
one who is going to embrace it as a permanent profession, all that one
could ask for in the way of fairness.

T suggest that the first correction to be made is to make it unneces-
sary for the occupant of any State Department post, no matter where,
to have to draw on private means in order to occupy that post. 1
consider it quite disgraceful, to be frank, that in a post like London
whoever is sent there must spend a large amount of private money
in order to occupy that post. The amount in relation to the whole
State Department budget is trifling, but to have it known that the
‘American Government does not make it possible for a career officer,
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unless he has outside resources, to be Ambassador to Great Britain,
I think, is almost a national shame. I admit it is on a small scale, but
it is a national shame, because it is wrong, it is unjust, and it is unfair
also to the occupant.

I would say that by the proper allocation of money for maintenance
allowances, entertainment, salary, et cetera, any post ought to be open
to the ambition of a professional officer. Then when it comes to filling
that post the question of the professional versus the nonprofessional
appointment arises.

I think we have been fortunate in some places in the world in hav-
ing chiefs of mission drawn from outside the career service. But
there again I would say that unless they are ready to stay for more
than a short period of time it would be better to have a professional
occupy the post who had perhaps fewer gifts, maybe less personality, or
a knowledge that was inferior to that of the political appointee.

These short appointments are bad, and that applies not only to our
foreign missions. I think it applies to Government posts here in
Washington—to the men who come in and go out quickly.

It is all right, of course, if they are brought in for special advice as
consultants. That is an important and healthy development in our
processes of government in the executive branch.

I do think we have got to do something about a longer term of office
for people who become chiefs of missions.

Senator Prrr. From a financial viewpoint do you think that the
problem is more one of salary or of allowances? One of the thoughts
that goes through my mind 1s the one that I believe has been wrestled
with 1n connection with trying to get people to come into the Govern-
ment, from the middle ranks of business, men in their late thirties and
forties with youngsters in school, hopefully in college. Do you think
any sort of program could ever be worked out for scholarships for
Government civil servants who have children ?

Ambassador Bruce. There is quite a program of that sort, as you
know, privately financed; for example, the scholarship funds in the
State Department.

Senator Prrr. They are rather small.

Ambassador Bruce. They are rather small. T established a small
one myself. They do not begin to meet the need. A good deal could
be done with regard to that.

I think salaries are adequate, but that allowances are often inade-
quate. You take consuls who are at posts where the American fleet
comes in—like Hamburg, Bremen, or Nice. They will be busted as
far as their private means are concerned, within a period of a couple
of years, unless those means are extremely ample. It is not the am-
bassadors who are the worst off, it is the consuls and the consul gen-
erals in important posts.

You have, for example, an officer in a place like Paris, who finally
had to leave there. He was made ambassador somewhere else. Ie
said he could not possibly stay in Paris any longer because he was so
heavily in debt it would take years to pay it off.

Comparatively, as I say, the amounts of money involved are trivial.

Senator Perr. I have always been interested in the fact that from
the viewpoint of general foreign service work, representation and
reporting and negotiation, the consuls are the generals of the Foreign
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Service. I'have also been struck by the fact that the fair-haired boys
who get up more quickly usually come from the political sections of
the various embassies,

I am trying to get figures now, and it is not proving as easy as it
might, as to the relative rates of promotion, of those serving pre-
dominantly in the consular service as opposed to the other service.

Ambassador Bruce. When I was a vice consul I felt rather unhappy
about the other officers. Through the selection board process, in theory
at least, there is no discrimination whatever. And everybody should
have consular experience.

I think it would be absolutely wrong to assign a man initially to a
political or economic section or to anything else. Let them all have
consular duty; it is the best discipline in the world, and also it is a
broadening experience.

In the selection board—and I have only sat on one which I am now
doing—I have been amazed, pleasantly surprised and pleased, at the
shifts that have been made between the two services. I was reviewing
some papers yesterday where there were four different men who had
been shifted from political sections to consulates, and vice versa. Two
men had been shifted from being consul generals to appointment as
chiefs of missions.

They have done the same thing in England under the so-called Eden
reorganization.

The amalgamation of the two services will never be fully operative
unless your personnel assignment process is good. As I said earlier,
I don’t know too much about its present operation. But promotions
can be made, I think, in an efficient manner by the process of review
by selection boards, where an independent judgment is arrived at about
each person.

Judgments have to be based mostly on what is in the record, and
that is not sufficient in itself. But I think highly of what is being
done in this connection.

When it comes to personnel assignment there you have the next step
and that involves, as I say, certain features to which I don’t know how

much attention is paid, such as the rounding out of experience, whether
a man should have served in all the areas before he rises to the top.
I am more and more inclined to beliove that is not necessary. Cer-
tainly, if in his younger career he could have served on all continents it
would be helpful. But if a fellow has a marked aptitude, and even an
expertise of a regional nature, I think he should be left longer in such
posts.

Senator Prrr. One of the problems here reminds me of the Navy.
In order to get a flag in the Navy you have to be promoted from com-
mander to a seagoing capital vessel. That means that the seagoing
duty of the commanding officer of that vessel is only 8 or 9 months,
because there are not enough vessels to go around.

It seems to me we are faced with the same problem in embassies.
I have often thought we perhaps start out on the wrong premise in
the thought that the chief of mission is potentially resident in the
briefcase of every Foreign Service officer. DBecause to my mind people
go into the career as a way of life, they are interested in it, the same
way one goes into the ministry—not to become a bishop but because of
the pastoral work that is involved along the line. I am wondering
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if they don’t overemphasize the idea to all young Foreign Service
officers: “You will not really be a success unless you become an am-
bassador, and this is your goal.”

Ambassador Bruce. Senator, I agree with you completely. It is
like the old theory, you know, that inspired the Napoleonic slogan—
that every private carried a marshal’s baton in his knapsack.

I am not sure we don’t overemphasize the ambition of becoming a
chief of mission.

That somebody should feel that he hasn’t really succeeded unless
he becomes a chief of mission is pure mathematical nonsense. It is
true we have over 100 ambassadors stationed at various places but
that, after all, is absolutely nothing compared with the number of
people who come and go in the Foreign Service.

I would have thought that one would feel adequately rewarded, and
that one would have had an honorable career, if he retired at the age
of 60 as a member of class 1. I think an artificial importance has been
attached to what is called “promotion.”

There are many officers, as a matter of fact, in class 1, who are doing
far more important substantive work than chiefs of missions.

Senator Prrr. Mr. Ambassador, the process of “Wristonization”—
the amalgamation of the departmental and foreign services—has been
pretty well achieved. The question here that bothers me is how do
we unscramble that omelet and get the round pegs, previously in round
holes, back in those round holes.

I wondered if you had any thoughts in that regard?

Ambassador Bruce. I believe the answer is in personnel assignment
and having the highest caliber of people devoting themselves with a
degree of permanence to that task. It 1s not impossible for a group of
people, even with the present large number of men and women em-
ployed in the State Department—provided the group would remain
in personnel, and provided above all that they are competent—to get
to know a great deal about these people and about their capabilities.
I think that is the key, aside from promotion, to putting the right peo-
ple in the right places.

Senator Prrr. ‘Of course, it is always such a feat to get really com-
petent and imaginative people assigned to the office of personnel.

Ambassador Bruce. 1 am not sure you don’t have to bring people
in from the outside as well. :

Senator Prrr. Ihad two further queries.

I have always been much enchanted with the idea of encouraging
Toreign Service people to go on unpaid leaves of absence, preferably
to go into a prot}:assmn or business of some sort, become part of the
general life of the community again, and then return to the Foreign
Service.

T realize this can be done now under the law, but as we both well
know, it shows bad school spirit if you ask for an unpaid leave of
absence for a year or two.

Would it not be a good idea if either the Secretary of State or the
President issued either an administrative or an Executive Order en-
couraging people in the Foreign Service to do this, and pointing out
it is an attribute and would help them when it came to promotions
rather than being a disadvantage ¢

Ambassador Bruce. T have thought about that a little. It comes
up, as you know, in connection with programs like the Rockefeller
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fellowships. We have had some highly competent people who have
been awarded fellowships who have gone off for a year and then re-
turned to the Service. Assignment to the National War College is in
the same category, where, from the standpoint of the State Depart-
ment, they are not contributing anything to operations,

Senator Prrr. I am not thinking so much of this kind of profes-
sional improvement, but of actually going into a job in a department
store, in a bank, in a filling station—bacl in the general community.

Ambassador Bruce. I have not given thought to this before, but I
would wish myself that the period of what T would call apprenticeship
were longer. T think it would be helpful if everyone in the Foreign
Service started out by doing something else, and had some practical
experience in business, and, if it were possible, in a profession—in
both, or in one or the other.

For example, if it were not for the pressure of wanting to get in
at an early age, it certainly would be a good thing if one who is going
into the Foreign Service had practiced law for 5 years—I found it
enormously useful myself,

Adfter one is in the Service, 4 or 5 years off in a graduate school is
too long because of competition. And I am not sure that a year off
in mideareer is enough for a man to acquire any real knowledge. I
am just not sure. .

In the old days the idea of bringing people home with frequency,
assigning them to the De}l‘)artment or giving them home leave, was
animated by the desire to have them not lose contact with their own
country—with the stream of thought in the country. But now with
the ease of travel, also with the general increase in salaries, contact
with your own country is an easy thing to preserve.

I find such a difference in men, say 20 years younger than I am and
those 40 years younger, becoming Anglicized. You know, a few years
ago I could have picked out anyone, I think, in any part of this coun-
try who had gone to Oxford or Cambridge—because of accent. Today
Ican’tdoit.

I have a notion, Senator, that to be from an early age in the same
profession is not a good thing. I am not, at all sure, however, that it
would not be most important for those in mideareer, at least, to
follow an academic course for a year.

In connection with that, T wish that encouragement could be given
to officers who did independent writing and distinguished themselves
in the field of thought or art, which you cannot well do in a single year.
Possibly this encouragement could ‘take the form of a small increase
in salary, as is done in the British system to encourage learning foreign
languages.

But I would like to see Foreign Service officers distinguish them-
selves academically, if possible. ) . .

Senator Prri. But to do this in the general community as opposed

to specific government courses?
Ambassador BIEIU}OE. 1Yes. b indeed
i, Thank you very 1 . -
ggﬁgggi EZCKSON. Mll\'/[ E?\gb%rg, p({)ssﬂ;}(})ruyﬁgvgag(; iogﬁ(%?gs;gglust
Professor Excsere. Mr. Ambassador, o e T o ..
i its relationship with Washington. U r in-
E(())Il;rclgt?;;ldolrtsnotice did you have—holding it to your present assign
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ment, and some of these questions are also based, I think, upon your
wide scope of knowledge over the past years—but specifically on things
like the test ban and this fracas we had a year ago in regard to the
Prime Minister of Canada. IHow much prior information would your
office have on that type of thing and what type of preparations could
you make then in setting up the British picture for this?

Ambassador Bruce. I had knowledge of the test ban for a long
period. Tt was a subject in which Prime Minister Macmillan was
intensely interested and messages had been passing back and forth
about negotiations on the matter, so I was thoroughly informed on it,
and had been for a long period.

On the Canadian incident, of that T knew nothing. T arrived in
Washington the day the story broke. The first time I heard about it
was on my visit to the State Department that day. Then I read about
it in the papers the following day. But there would not have been
any reason for telling me in London.

Professor Excpere. I thought perhaps because of the relationship
of the two countries you might have known something about it.

Ambassador Brucr. No.

Professor ENeerra. I have another question I have been interested
in in view of the past testimony.

We have approximately 30 percent noncareer ambassadors or heads
of missions, 1 think that figure is about right, about 30 percent. ‘What
is your thinking in regard to the type of training that men of this sort
should have before they are sent out to these posts?

Ambassador Bruce. I believe it depends entirely on the individual.
Tf 2 man has been selected for a post because he has the personality,
the knowledge, the ability—or is presumed fo have—which would
fully and adequately equip him for the post, then I should think a
month of access to papers and instructions given in the State Depart-
ment would be suflicient.

The difficulty in the case of nonprofessional ambassadorial appoint-
ments arises almost exclusively from the appointment of people who
are not given such a mission because of any intrinsic merit.

If you have what is obviously a political appointment made for
reasons other than the presumed effectiveness of the individual, T think
you are faced with an impossible problem of training and familiariza-
tion. I can recollect a few appointments in the past where it would
have been perfectly futile to attempt to drive into the bramn of the
affected individual a real knowledge of the task he was to undertake.
T would suggest in those instances the best thing to do would be to give
him the most capable deputy chief of mission available.

Professor Exesrre. You mentioned a moment ago the value that
accrued from tenure and staying in a post.

Do you see any way by which a man who is going to be chief of
mission could have some sort of an internship or some sort of an experi-
ence in the country that he is going into before he is assigned the task
of that sort? Some of our previous witnesses have opposed this, and
sorne ]lloave t(?ought thereI ws;ls sc;{me va luoEn it.

mbassador Brucke. thin the d] cl & it i 7
one. An ambassador to any country is iézr:(izgé i;t tha 1560?]1]]03]
gf;it(tie, and it is impossible to have two of them there atothe Za(r)n}:zuzifm%f

ou can : .
y not have a man come in as an observer of what is going
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on in an embassy. The best thing he can do is go to the State Depart-
ment and, through papers and conversation, absorb what has been
happening. I don’t think this presents any real problem for an intelli-
gent fellow. ‘

What I do reprobate is the interval, which is usually long, between
the departure of one ambassador and the arrival of another. These
intervals are often too long. It is a bad thing, I think, to have any
protracted period between the headships of a mission.

Professor Exceere. I have another question which is in an entirely
different arca. I suppose this is because of my past experience and
training in administration—I find it very difficult to separate policy
and policy recommendation from what 1t is going to cost. T asked
this question of another ambassador, and he said, “well, we have just
so big a pie to split,” and that answered the question.

I think he is perhaps correct, but I am still interested in it. For
instance, how much consideration is given to your views on the money
to be spent or allocated for programs in England in connection with
your recommendations for future policy ¢

Ambassador Bruce. Well, I have had a steady reduction in oflicers
since T have been in London.

I think it depends entirely on whether the program which you advo-
cate is sufficiently appealing to your headquarters so that they will
divert funds from some other program to your own. And by a pro-
gil%lam you really mean officers, in this case political and economic
ofllcers. '

Professor Exepere. One further question: You were with the Serv-
ice during the past administration and you probably knew a former
head of the Foreign Agricultural Service. '

This gentleman wrote me a letter a few months ago in which he
said that one of the problems that they were faced with was that com-
munications from Agriculture personnel that went to State, through
the ambassador’s office and on to Washington, were frequently very
different from the communications that came to Agriculture and to his
office from the field. Very often people would come back into his
office and say, well now, State had this policy and we termed this let-
ter in this particular way, but here is the actual situation.

I was wondering whether you had any experience in that area and
whether you did or did not, what your thought would be in regard to
our total policy and security if you had two different types of commu-
nications coming in from the field to the two different agencies?

Ambassador Bruce. I think two different types of communications
would be not only confusing and unnecessary, but would also reflect
bad administration. From a policy standpoint it is devastating.

In London, I never read any operational cables either coming from
our agricultural attaché there or emanating from the Department of
Agriculture, except occasionally on a policy matter, say one involving
the sale of large amounts of surplus agricultural products, or one
relating to some big exhibition which they are to have in the United
Kingdom. But I frequently talk to our agricultural attaché about
the program of his Department ini the United Kingdom, which is an
extensive one. :

As regards communications, I have never had an instance of the
kind that you mentioned, nor has any been called to my attention.
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Professor Excoera. I think that if it should happen there would be
no way of having a set policy. That was my reason for asking the
question.

Thank you, Senator Jackson.

Senator Jacxson. Thank you, Mr. Engberg.

Ambassador Bruce, on behalf of the commitiee I want to express
our appreciation for your most generons, illuminating, and helpful
contribution to our hearings.

The record will remain open for a memorandum by the Honorable
Samuel D. Berger, U.S. Ambassador to Korea.

The committee will now be in recess subject to the call of the Chair.

(Whereupon, at 11:15 a.m., the subcommittee was adjourned.)

(The memorandum of Ambassador Berger follows:)

INTRODUCTORY NOTE BY SENATOR HENRY M. JACKSON

The subcommittee is pleased to be able to publish this memorandum
by the Honorable Samuel D. Berger, U.S. Ambassador to the Repub-
lic of Korea.

In connection with our inquiry, we asked Ambassador Berger if he
would be willing to prepare a memorandum containing the main
points which he especially feels it is important to have us consider as
we proceed with our study. :

Ambassador Berger is among the Nation’s most outstanding For-
eign Service professionals. Joining the Foreign Service in 1945, he
has risen through the ranks to the top positions of deputy chief of mis-
sion and now Ambassador. With experience largely overseas, he has
seen a good many different ways of leading an embassy and a country
team.

We are grateful to Ambassador Berger for making available to us
this discerning and helpful statement.

FOREIGN SERVICE STAFFING AND OPERATION PROB-
LEMS AND THE ROLE OF THE AMBASSADOR

By Hon. Samuel D. Berger
(United States Ambassador to the Republic of Korea)

Memorandum for Senate Subcommittee on National Security
Staffing and Operations

I am honored by the kind invitation to submit my views on this sub-
ject as it relates to our Foreign Service and the role of an ambassador.
I have read with the greatest interest the reports and documentation
prepared by the subcommittee and its staff and the testimony of those
who have appeared in person, and am deeply impressed with the
searching character of this inquiry.

By way of introduction a brief reference to my background and
experience may be pertinent, for they have a bearing on my views. I
have been working in foreign relations since March 1942 when I
joined Mr. Harriman and the lend lease mission in London as a spe-
cialist in labor problems. By arrangement with Ambassador Winant
I also served as labor attaché to the Embassy—the first such appoint-
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ment in any diplomatic service. In 1945 I was invited to enter the
Foreign Service at an intermediate grade as an auxiliary officer. This
was converted into permanent status in 1947 after an oral examination
under the 1946 act to expand the Toreign Service by lateral entry.
Between 1948 and 1950 I worked both in the Embassy and with the
Marshall plan mission in London. From 1950 to 1958 T was assigned
to the Mutual Security Agency in Washington to work on economic
aid problems. Subsequently I served in J apan as political counselor
(15 months), as deputy chief of mission in New Zealand (4years), and
in Greece (2 yearsand 9 months). My work during 21 years has thus
been in the political diplomatic, and economic aid fields, as both a
specialist and generaiist. Before entering the Foreign Service I did
undergraduate and graduate work in labor problems, economies, and
history at the University of Wisconsin and the London School of
Hconomics; worked with the Rochester (N.Y.) Civic Committee on
Unemployment; directed a training center for trade union officials in
Chicago; taught trade union problems for five summers in the School
for Workers in Industry of the University of Wisconsin ; spent nearly
a year in England studying the British labor movement, a year in
New York as director of the statistics department of a large social
service agency handling refugees from Nazi persecution, and a year
and a half in Government service working on problems of manpower
mobilization. .

IMPORTANCE OF DIVERSIFILD EXPERIENCE AND ECONOMIC TRAINING

This variety of education and experience, in and out of government,
has been of immense help to me in my Foreign Service career, and it has
colored many of my views of the problem of stafling and improving our
Foreign Service.

Although there are exceptions, in general an officer who brings to
the Foreign Service a broad liberal education with a solid grounding in
economics and a variety of experience has an advantage over those who
enter the Foreign Service directly from the university with little or no
economics training or experience in other fields of work. To correct
this, promising officers have in recent years been afforded the opportu-
nity during their careers to diversify their experience by work in other -
departments or agencies of the U.S. Government, and to spend one
or two years in a university to make up gaps in academic training.

I would like to see this program expanded and, especially so, in two
directions. In many countries cconomic aid and development prob-
lems now represent a major preoccupation and concern of an embassy.
Moreover it 1s impossible to understand many political situations with-
out a full grasp of the economic setting. A promising officer can de-
velop his knowledge of history, law, politics and diplomacy by read-
ing on his own time. Dut cconomics is a more technical discipliné re-
quiring university training ; and knowledge of economic aid and devel-
opment programs requires actual grappling with the problems. I
have found that senior Foreign Service officors who have neither aro
handicapped in dealing with many of the basic as well as day-to-day
problems which confront the United States in many countries, ILx-
perience in military matters is also of great value. T would like to
see more of our most promising Foreign Service officers assigned to the
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aid program and to the Department of Defense in order to help obtain
that cross-fertilization of ideas and experience which I feel 18 80
necessary in much of our oversea work.

CAREER VERSUS NONCAREER AMBASSADORS

I believe in the career principle, and as the years pass I would hope
that more and more chiefs of mission will be selected from the career
service. - I am not, however, a purist. I have worked under noncareer
ambassadors and know what a tremendous contribution they can make.
This source of talent, leadership, and inspiration should not be cut off
in the interests of a principle. There is, however, nothing to be said
for appointment to this office of a noncareer man who brings neither
interest, nor aptitude, nor professional skills. Tt is also worth men-
tioning that short-term noncareer ambassadors usually have no great
interest in the long-term improvement of the Foreign Service.

However, if career men are to fill more and more posts as chief of
mission, the Foreign Service must be able to produce a larger supply of
senior career officers of first-rate ability. I have often been asked how
this can be done. My answer is to concentrate on developing more
deputy chiefs of mission of top quality. The deputy position is the
final festing and training ground for ambassadors, and this assignment
chould be reserved for officers whose record clearly indicates that they
are promising material for ambassadorships. The deputy chief of
mission position should not be filled by any officer who is clearly not
promising in this respect, nor should it be offered as a reward to an
officer for long service, when it is clear that he cannot make the grade
to ambassador.

Two reforms recently instituted in the State Department will help in
this direction. A special committee under the Deputy Assistant Secre-
tary for Personnel was created last year to identify and develop a list
of the ablest and most promising officers who can %e groomed for ap-
pointment as deputy chief of mission. Additionally, efficiency reports
since last year require in the case of class 5 officers and higher an in-
dication of whether the officer is or is not career minister potential.
With these two reforms and the rapid promotion of our ablest younger
officers, the career service should before long be in position to supply
o much larger number of officers of unquestioned competence for the
senior positions both in the Department of State and abroad, which
will form the reservoir of talent for eventual appointment as deputy
chief of mission, and ultimately ambassador.

THE FUNCTION OF THE DEPUTY CIHIEF OF MISSION

There is considerable variation in the way a deputy chief of mission
functions in our embassies. In some he is a superpolitical counselor,
with little interest in or responsibility for the overall work of the
embassy. Sometimes he is a kind of handyman to the ambassador with
loosely defined functions. This is often the case where an ambassador
tries to run all aspects of an embassy’s operations from the top and
wastes his time doing work that should be lett to his deputy.

There is some room for variation for not all embassies have the same
problems, and the personality of an ambassador and his deputy chief

Approved For Release 2004/02/03 : CIA-RDP65B00383R000100290001-1




Approved For Release 2004/02/03 : CIA-RDP65B00383R000100290001-1
ADMINISTRATION OF NATIONAL SECURITY 261

of mission are also factors in the situation. There are, however, certain
essentialgs in the operations of every embassy, and it would be desirable
if what is now the best practice for deputy chiefs of mission, or some-
thing approximating it, was established everywhere.

The concept of the deputy chief of mission held by Ambassador

Briggs, with whom I had the privilege to serve as deputy in Athens, is
the one which commends itself to me as the ideal. This concept treats
the deputy chief of mission ags the alter ego to the ambassador. Since
the deputy is in charge during the ambassador’s absences, he is eut into
everything and knows everything that goes on. The administrative
device to achieve this is to have the deputy present at all the am-
bassador’s meetings; accompany the ambassador on every possible oc-
casion, including his meetings with the foreign minister; be present
“when the ambassador receives callers; be present as often as possible
at the ambassador’s representational functions; have the deputy see
all incoming and outgoing official ambassadorial correspondence; and
have all work and papers within the embassy come to the ambassador
through the deputy. In short, have the deputy serve as “chief of
staff” or “executive officer.”

Under this system a strong deputy chief of mission can relieve an
ambassador of an enormous amount of work, afford the ambassador
time to read, think, and write, and to manage his heavy representa-
tional responsibilities. For example, if the deputy accompanies the
ambassador on a call on the foreign minister, the subsequent report-
ing can be done by the deputy or divided between them. Since the
deputy is constantly exposed to and thoroughly conversant with every
aspect of the ambassador’s work, views, and activities, he can guide
and instruct the section chiefs and heads of the associated agencies
with confidence that he is expressing the ambassador’s views. Con-
versely, since the embassy section chiefs and heads of the associated
agencies such as USOM and MAAG go through the deputy to the
ambassador, the deputy is kept continuously and thoroughly informed
on the whole range of problems which confront an ambassador, and
he is in a far better position to comment, advise, and even disagree
with the ambassador.

The deputy must not be a bottleneck, nor does it follow that no one
can see the ambassador directly. What happens in practice under
this system when an officer comes to the deputy on a matter that re-
quires ambassadorial attention is that the two go directly to the am-
bassador to discuss it.

This concept of the deputy’s function imposes an enormous amount
of work and responsibility on the deputy, and it is by far the most
arduous job in an embassy. DBut by serving in the fashion I have de-
seribed, the deputy acquires broad knowledge of an embassy’s opera-
tions; he acquires self-confidence in dealing with every kind of prob-
lem; and he 1s trained and readied for the time when he will be called
on to become an ambassador. This concept, or variations of it to
suit the personalities involved or the local situation, should become
standard practice in all embassies.
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LATERAL ENTRY INTO THE FOREIGN SERVICE

I hope that, for some years at least, the practice will be continued

to open the Foreign Service to a select and limited number of excep-

_ tionally talented people serving in other Government agencies, whose
record, experience, interest, and aptitude for the work would add great
strength to the Foreign Service.

Many Government agencies now have personnel abroad—Treasury,
Commerce, AID, USIS, the military forces, etc. Every now and then
one comes across an officer from another agency with unusual qualities
for Foreign Service work, a proven record of superior work, and a
deep interest in the field of foreign affairs. Such officers should be
integrated at the middle grades so that they will have a number of
years of solid on-the-job training and experience within the Foreign
Service itself to prepare them for senior positions of responsibility.
These officers, in addition to bringing welcome talent, serve to sharpen
the competition among Foreign Service officers for promotion. It is
often only an accident that leads one man into the Foreign Service
early in his career and another into a related field, and the fertilization

- of the Foreign Service by the addition of talented outsiders seems to
me to be a practical and desirable way to improve the standard of our
Foreign Service. .

SPECIALIST VERSUS GENERALIST

This subject has been endlessly debated, but T have long felt that the
argument was more theoretical than real. The great need in oversea
work is for more people of the highest quality to fill senior officer
positions: deputy chief of mission, political and economic counselors,
consul general, and special assistant on aid matters. There are certain
requirements at the senior level: great energy; passionate interest in
the work; mature judgment in foreign affairs that comes only with
long and varied experience in the Foreign Service; the capacity to
lead and inspire staff; insistence on precision in all parts of the worlk;
a liking for working in foreign countries with all its interest as well
as disadvantages; a capacity to adjust to change; and a capacity to win
the respect, and, hopefully, the affection of his colleagues and the peo-
ple of the countries in which he serves. These do not exhaust the list of
requirements, but they are among the main ones. Officers who do
not possess these qualities should be kept from appointment to senior
positions, or weeded out, if they occupy them, in order to make room
for topflight officers. ' '

It is not whether a man is a generalist or specialist that brings him
to the top, but whether he has capacity, breadth, interest, and initia-
tive—what we call “flair.” T have known agricultural, commercial,
labor, and treasury attachés who do a fine routine job in their special
fields to which no one can take exception. But the specialist with
“flair” can make a contribution to the work of an embassy that goes
far beyond his field. For example, an agricultural attaché in the
normal course of his work has the opportunity to meet farmers and
peasants, develop contacts with agricultural leaders, civil servants
working on agricultural matters, managers of agricultural banks and
cooperatives, etc. If he sees his job in its widest context, he can in
the course of his routine work on crops, prices, marketing, etc., develop
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-invaluable information and reports on the economic and social condi-
tions of farmers, peasants, and farm laborers; on their political atti-
tudes and organizations; on the effect of general economic or finance
policy on agriculture; on the relation of the farm community to the
whole gamut of society. Inshort, he can use his specialty to illuminate

for the benefit of the embassy all manner of political, economic, and
social problems. The same is true of the commercial attachés, labor
attachgs, treasury attachés, and others.

The broader the interest of the specialist, the greater his capacity
and initiative, the more he can contribute to the operations of an em-
bassy and the higher he can aspire in tho Foreign Service.

Conversely, the senior generalist who is familiar with all problems
but has failed to develop a deep and critical grasp of any of the major
fields will lack the self-confidence required to make independent judg-
ments, evaluations, and decisions that he is called on to make week 1n
and week out in a variety of ficlds. In these days the senior generalist
‘working abroad must have a sufficiently extensive knowledge of eco-
nomies, labor, agriculture, aid programs, and Communist history,
doctrine, and methods—to cite some of the more important areas—or
he will be at a great disadvantage in dealing with the complicated
problems which confront most embassics.

Stated in another way, the great need in the Foreign Service is for
more officers at the top—whether they are generalists or specialists—
who have drive and the kind of experience that enables them to relate
one field to another, The Foreign Service has many bright and hard
working specialists and generalists: what it needs is to select, encour-
age, guide, and train the most promising for appointment to the senior
positions.

ORGANIZATION OF AN EMBASSY AND THE PROBLEM OF COORDINATION

I will introduce this section with two stories.

When I first entered foreign service work in March 1942, T called
on Mr. Harriman in London and said we had not had much chance to
talk in Washington about the work he wanted me to do and I would
be grateful if he would give me some further guidance. I have never
forgotten his reply. “It’s not what I want you to do: that’s not the
way I work. What I want to know is what you want me to do. Look
around in your field and find out what can be done to help the war
effort. To start you off, there is a great shortage of shipping. See
what can be done to reduce the turn-around time in British ports.
Also there’s a great shortage of machine tools. See what can be done
to have British factories work their machine tools on second and third
shifts. If you can’t solve problems at your level and need my help,
Yot Tne know.” ived i I( mnJ 1961, I called the senior staff to

: ived in Korea in June ) I cs 10 fo-
o X}‘gf I;r}d@;rrnong other things said I would hold a morning meﬁtmg

£e 10:30. No meeting would last longer than 1 hour,

i at ] )
of g.hghsgmggus{u&hﬁsghedule their work and appo-mtmen@s a.c<][310rdinglyé
O f y genior officers asked for an earlier hour since ne a qut
OIi?l 01 ';ngection meeting after the ambassador’s 1n oré&er to acqu;}l}he
ﬁi)s :uggrdinates with t}gw discussion and ambassador’s views.

10:30 hour, he said, woul

d crowd his morning. I said I had chosen
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that hour so that he would have time to study incoming communica-
tions, read the morning press, and hold his section meeting before-
hand. He would then be in position each day to bring to the meeting
information, views, and recommendations, developed by him and his
section, that the senior staff and I needed if each of us is to do our job
properly and in a coordinated way.

There are two theories of running a mission: one is from the top
down, the other from the bottom up. I favor the second, for an am-
bassador must rely on his stafl and on staff work, or he will be over-
whelmed with details and direction and will be perennially troubled
with the problem of coordination.

The system of morning meetings which I use is similar to one used
in London by Mr. Julius Holmes, now Ambassador to Tehran, when
he was minister and deputy chief of mission in London in 1948--50.
It is also much like the system used by Ambassador Briggs when he
was in Greece.

Three times a week I meet with my senior staff: the deputy chief
of mission, the political and economic counselors, the head of USIS,
the special assistant on intelligence, the special assistant for economic
and military aid problems, and the treasury attaché.

Once a week at 10:30 there is a general staff meeting, attended by the
foregoing plus the U.S. military commander or his representative, the
director of USOM, the chief of the military aid program, the service
attachés, the head of the consular section, and the head of the admin-
istrative section. At this meeting we discuss the developments of the
week in respect to the American official community insofar as they are
of general interest.

Country team meetings are treated below in a separate section.

Additionally T meet once a week with the commander of the U.S.
forces, with additional mectings as required. Meetings with the di-
rector of USOM are frequent but are not on a fixed schedule. The
chief of the Embassy administrative section reports to me once a
week on his area. The deputy chief of mission, as I recorded above,
sitsin on all meetings.

These are the scheduled meetings. There are in addition constant
short meetings with senior officers on specific problems: an outgoing or
incoming telegram to be discussed; a dispatch to be reviewed; a hot
rumor to be evaluated ; an important item in the press or conversation
to be called to the ambassador’s attention, etc. The great need is for
officers, especially at the section chief level, to have immediate and
direct access to the ambassador at any time,

In a very real sense the deputy chief of mission and section chiefs
are the people who manage and coordinate an embassy’s operations,
It is up to them to see that an outgoing telegram or dispatch has been
fully cleared; that it is written with aceuracy and precision and in
clear English; that any proposition is thought through before action
is taken on the matter or it is brought to the ambassador’s attention;
that action is initiated and taken by the appropriate person; that
work is done promptly and eficiently, and so on. If the four or five
sonior oflicers are made to take these responsibilities, they very soon

acquire habits of working that make an embas
i ) at make s asSy I
they impose the same habits on their subordinate.‘s.y st smoothly, and
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With such arrangements an ambassador can keep abreast of all prin-
cipal matters, can coordinate the work as a whole without the use of
intermediaries, and reserves his time and energy for what is most im-
portant.

COUNTRY TEAM

The country team meets as required. Tt is a useful and necessary
device for obtaining a coordinated view and action on matters of com-
mon or related concern to the Embassy, USOM, and military aid mis-
sion, and, in the case of Korea, the U.S. military command, and for
educating the different elements in each other’s problems. Some peo-
ple have the mistaken idea that the country team is the place where
an ambassador imposes his views on others, using the authority given
him by the President. This is not the case. An ambassador leads, he
does not order.  The various elements of the country team have their
own agencies and regulations and policies that have to be considered.
What the ambassador strives for is an agreed view which he himself is
in accord with and to infuse his own views. When a common view
cannot be reached, the country team device helps the ambassador to
narrow and identify the differences so that he can formulate with
greater precision his own position on a controversial matter. In prac-
tice, differences will be rare where the key members are all capable
and strong, personally respect each other, and have the opportunity
toargue their case at a country team meeting.

It 1s poor operations to keep referring matters to Washington for
decision : an ambassador has the responsibility for resolving problems
in the field in the light of general policies set by Washington, On the
rare occasions when an issue must be referred to Washington, it is the
ambassador’s responsibility to define the issue for Washington, sub-
mit the different views, and make his own recommendation. Likewise
when a Washington general policy is no longer valid or workable, it is
the ambassador’s responsibility to seek a revision or adjustment,
using the country team device to obtain an agreed position oran agreed
statement of any differences along with his own views for submission
to Washington,

In countries like Korea with large and complicated economic and
military aid programs, an ambassador cannot and should not himself
try to follow the detailed operations of USOM or the MAAG. Ife
must rely on a special assistant on aid matters whose responsibility it
is to keep abreast of day-to-day developments and keep him informed
of those elements which require his attention. Other members of his
staff, especially the economic and political counselors and treasury
attaché, will also be helpful to him in this respect. Without the sup-
port, screening, and advice of his own staff an ambassador would, on
the one hand, be overwhelmed by details, and on the other, would
have to rely entirely on the presentation of the USOM mission
director or the chief of the MAAG.

The special assistant for aid matters is therefore a key man on an
ambassador’s staff. He also serves as secretary of the country team,
keeps the minutes, prepares the agenda, sees that papers are circulated
in advance of the meeting, and does the staff work between meetings.
He is thus the focal point for bringing the different elements of any
problem together for the country team’s consideration. Unfortu-
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nately there are too few officers in the Foreign Service who have the
combination of qualities for this work if it is to be done well : aid ex-
perience; economic background ; tact; an ability to separate the essen-
fial from the dross; an ability to handle detail, to analyze and draft;
- and a capacity to organize a great variety of problems in an orderly
manner. I would hope that more Foreign Service officers would be
developed for this most important function. 2

TOUR OF DUTY

I agree wholeheartedly with Ambassador Briggs’ testimony that
the average tour of duty of our chiefs of mission is too short, and that
except in hardship posts with bad climates, they should serve for
Jonger periods. ‘

In the case of deputy chiefs of mission and section chiefs, I strongly
recommend 3- to 4-year tours, for they are the dynamos that run an
embagssy. : : '

There is also much to be said in the case of some important coun-
tries for a brilliant younger officer to be returned to the same country
later in his career for a second tonr of duty at a senior level.

In many countries it is desirable to keep a superior intermediate
officer for longer than 4 years, so that he can develop language facility,
wide contacts, and an encyclopedic knowledge of the country that
can be tapped by his colleagues. One such long-time officer, with an-
other being readied to take his place when he is transferred, can be in-
valuable in order to provide continuity in an embassy. o

REPORTING AND COMMUNICATIONS *

T am pleased to record that the averreporting which was a charac-
teristic of the decade after the war is well on the way to being eor-
rected. Reporting for action purposes tends now to be pithy and
precise. Descriptive reporting for information purposes is more and
more being replaced by analytic reporting useful for policymaking.
Biogrgphic reporting and files in many embassies have vastly im-
proved.

A reform in communications I have long advocated is the introduc-
tion of numbered paragraphs in all written materials with subpara-
graphs (a, b, ¢) and sub-subparagraphs (i, ii, iii) broken out for easy
reading. I have used this system for many years and find that 1t
makes for clearer thinking, crisper writing, fewer words, and, of
course, it facilitates discussing any document. and cross-referencing.
Anyone who has had to deal with complicated written instructions or
nesotiations that come with unnumbered paragraphs knows how inef-
ficient this system can be. At present the decision whether to number
paragraphs is left to the discretion of the departmental or Foreign
Service officer. Tt should be made obligatory.

Mr. Harriman in his testimony referred to the difficulty of reading
cables that are typed in capital letters. I agree with im. It may
speed transmission and processing, but it talkes longer to read and
digest. Numbering paragraphs and the use of caps and lower case are
in my view a necessary reform.
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OUR TOREIGN SERVICE IN.PERSPECTIVE

-Since I have spent 18 of my 21 years in foreign relations working
overseas, my experience and the comments in this memorandum deal
necessarily with the problems of staffing and operations as seen from
the field. ,

During this time I have had a good opportunity to watch and study
the evolution of our Foreign Service and our foreign policy.

The handling of our foreign affairs in 1963 is, in my view, far su-
perior to what it was in 1942-45 when I was first exposed to it. The
“old” Foreign Service, if I may use that term, inevitably reflected the
isolationist traditions and policies of the United States. Within it
there were many brilliant and hard-working officers who have made
a distinguished contribution to the conduct of our foreign policies.
At the other end were large numbers unaccustomed to dealing with
a continuous succession of problems of the kind that now confront
us, which require decisions, recommendations, and action.

Because of our isolationist tradition, the “old” Foreign Service was
more often a reporting service than an action service; the range of
problems on which it worked was much narrower; and the operation
as a whole was often haphazard. DPrior to World War II, an embassy
worked with a tiny staff, and its knowledge of a country was neces-
sarily limited, as were its contacts. On the other hand, there was a
fine “esprit de corps” and relations among officers were personal
and friendly. v ;

My first experiences during World War IT of the way foreign policy
was formulated in Washington came as a shock. While policy was
often brilliant and well executed, it was generally improvised and
there were great gaps. There was no system for formulating policy
nor was it well coordinated with other agencies. Moreover, policy
was not recorded in a fashion or a form that enabled the people in
the field to know clearly what our aims or objectives were or how to
achieve them. All thisis, of course, well known.

What is not sufficiently appreciated is how far we have improved :
since, those days. Our Forelgn Service today can hold its own in any : i
company, and, indeed, in many countries the embassies of friendly '
nations turn to us for we are usually the best informed. Descriptive
reporting has been replaced by reporting for action purposes. The
demands on our Foreign Service officers for precision, accuracy,

* analysis in depth, as well as for security, discretion, and representa-
tion become more severe with every year that passes. There is a grow-
ing discipline and pride of achievement. Competition within the
Service is severe for our efficiency reports have become better and
better instruments for assessing the qualities of an officer for purposes
of promotion or selection out. The Foreign Service inspection is
vastly improved.

Washington now produces for the field excellent statements of our
basic policy for each country and “guidelines” for action which are
coordinated through the mechanism of the National Security Council
and other devices. In the field one no longer works in the dark. The |
constant exchanges between the embassies and the State Department ;
permit adjustments and revision of basic policy and “guidelines” to ;
the field. . As to.the sagacity of our policies and activities, this of
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course depends on the quality and judgment of the key people in the
State Department and in the field. It must, however, be said that in
foreign affairs problems are often tremendously complicated and in-
tractable-and there are often no ready solutions.

The integration of State Department and the Foreign Service ofli-
cers was a desirable and necessary reform. It is now the case that
State Department officers dealing with foreign affairs must have field
experience; and integration has opened up many more opportunities
within the State Department for Foreign Service officers on home
assignment. At the same time I feel that this reform—accomplished
under the Wriston Report—was too extensive and too rapid. A more
gradual and selective approach would have produced less anguish and
dislocation and made for a smoother transition.

Some of the worst mistakes of this integration have been corrected,
although further adjustments are needed. I believe one of these is
to restore the former practice of classifying subordinate adminis-
trative or “housekeeping” positions as Foreign Service Staff officers.
There is no point in pretending that a budget or accounting clerk or
similar “housekeeping” officer is interchangeable with a Foreign Serv-
ice officer, who is a professional engaged in substantive work, or that
the two can be treated in the same promotion system. The occasional
administrative officer with great general ability should, of course,
be afforded the opportunity for transfer to the Foreign Service officer
category. Likewise a Foreign Service officer at the lower grades should
have a short apprenticeship in the administrative section of an em-
bassy to acquaint him with the work in this area.

The members of the subcommittee will note in this memorandum
how frequently I have used the words “senior officers,” “section chiefs,”
and “quality,”’ “experience,” and “versatility” especially “at the top.”
This is the great need. KEvery embassy needs three or four such offi-
cers. It is they who inject their staff with enthusiasm, make even
the most humdrum work seem important and exciting, and bring out
the best in their subordinates. It is they who in the final analysis are
in a position to train and develop the talent needed at the top. Al-
though the ambassador gives tone and direction to a mission, it is the
senior officers who are his eyes and ears, and sometimes his mouth.
The needs of the Foreign Service around the world are for 300 to 400
officers of the highest quality and the Department needs about the
same number. There are many now in place and I see no reason why
the balance cannot be developed within the next few years.

The Foreign Service is no “striped pants” profession. One rarely
wears them these days. It is an exacting, arduous profession requir-
ing hard work, skills, devotion, sacrifice, discipline, strong nerves, and
judgment. It is worthy of the best brains and talent that the United
States can provide.

That our Foreign Service has been able to weather the whirlwind
changes of the last 18 years, has adjusted to the new and heavy re-
sponsibilities thrust upon it since 1945, and has emerged in as good
form as it has from the repeated reorganizations and assaults is a
tribute in large measure to that stalwart group of first rate “old-line”
Foreign Service officers, most of whom have now retired. It is they
who have nurtured, encouraged, protected and educated the present
generation of Forergn Service officers during these turbulent years.
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There are now moving into many senior positions the new generation
bred during the time when the United States assumed great inter-
national responsibilities. In this new generation there are many men
of first rate ability and I look forward with confidence to rising stand-
ards of staff and performance in our Foreign Service, providing we

- have seen the last of the major reorganizations and drastic changes.
What the career Foreign Service needs now is to be allowed to settle
down, perfect its operations, do its job, and develop an “esprit de
corps” that is so essential to any good organization.

O
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